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EXECUTIVE SUMMARY 

Background 

The U S Agency for International 
Development (USAID) began its mvestment m 
the water and wastewater sector m Egypt m 
1977 By the end of 1983, projects totahg 
about $600 &ion had been authorrzed, whle 
only $200 d i o n  had actually been expended 
The lag m e x ~ e n b r e s  was due to the 
planrung and procurement tune needed for 
large mfrastructure projects Projects included 
Alexandria Wastewater System, Carro Water 
Supply, Canal Crties Water and Sewerage, 
Provincial Cities Development, and Caro 
Sewerage I The two Cau-o projects provided 
$91 4 &on for an expanded water treatment 
plant at Rod El Farog and $129 &on for 
rehabhation of the Greater Caro sewerage 
system 

The Memorandum of Understandmg 
@IOU) provlded for a $1 2 billion fundmg 
program for 1982 through 1987, on the 
condmon that the Government of Egypt 
(GOE) agree to rase tarrffs to cover the cost of 
operations, mamtenance, debt service, and 
routine Improvements and to estabhsh local 
autonomous water and wastewater 
organizations with the authority to retam 
service revenues for thew own operating needs 

By 1988, the Caro Water Supply I project 
was phasing out, and the water treatment 
plant, Rod El Farog, was on-hne w ~ t h  an 
expanded capacq To fully utilrze the new 
production, major lmprovements m the 
clstribution system were needed, includmg 
upgraded and new mans and expanded storage 
USAID agreed to provrded $104 mlllon for 
t h s  work, which had a strong rnstitutional 
development component The Care Water 
Supply 11 Project was authorized on September 
25, 1988, and the Grant Agreement signed with 
the GOE on September 30,1988 The purpose 
of t h s  report is to document the results of a 
mdterm evaluation of the mstitutional 

development component The evaluation was 
carried out May 19-June 6, 1996 

Project Strategy and Expected Outcome 

The C m o  Water Supply I1 Project provides for 
mstallatlon and rehabihation of about 20 
lulometers of transrmsslon m a ,  33 lulometers 
of network h e s ,  and new storage reservoirs 
The goal of the lnstltutronal development 
component 1s to "strengthen GOGCWS 
mstitutlonal capacity to operate and mmtam 
the entire Caro water system " Specifically, 
ths  component addresses the followmg areas 

w Manpower development and trammg 
w Estabhshmg a " t w m g "  exchange 

arrangement with a U S water utility 
w Purchasmg and mventory management 
w Generlc systems improvements 

Modermzing of accounting and financial 
systems 

w Upgradmg mamtenance facilities and 
equpment 
Estabhshmg a central laboratory 

The component 1s referred to as Management, 
T r w g ,  and Systems Strengthenmg, or 
MTSS 

Recommendations Summary 

The following section summarizes m 
condensed form some of the key 
recommendatlons Refer to Chapters 2 and 3 
for more cGscusslon and suggestions on ways to 
Implement many of these recommendatlons 

Project Strategy 

w Performance Improvement Contlnue the 
successful ~rnplementation of the 
performance lrnprovement program 



approach, it 1s key to the change model 
Contmue to requre that all project 
mtlatlves have a performance 
lrnprovement plan (PIP) designed 
Pdot Efforts Begm pdot service centers m 
at least two new locatrons wlthn the next 
SIX months, followed by two addmonal 
ones w i t h  a year 
Adrmnlstratrve Systems Strengthen top- 
level managerial support for systems re- 
engmeermg of major vertlcal 
adrmustrative systems (budgetmg and 
finance, personnel, procurement, 
incentives, and strategic p l m g )  and 
develop and implement programs for thelr 
deslgn 

The major goals of decentralization, managerd 
autonomy, and fmanclal viability wdl not be 
met unless there 1s a core adrmnlstrative system 
that allows decentralized and delegated 
operations for customer service centers and 
water treatment plants 

Fznanczal Vzabzlzty 

All parties should accept the new tarlff 
plan, when ~mplemented, as a major step 
forward Progress meetlngs should be held 
at least annually and jointly to agree on 
adjustments as needed Such reviews should 
include representatives of USAID, 
GOGCWS, GOSD, the Instmtional 
Support Contractors, the Governor, and 
local councd representatives 
Any future USAID expenltures for the 
Cauo water and wastewater sectors should 
Include the conltions mentioned above, m 
adhtion to a plan for implementing cost 
accounting and cost-saving measures 

Operatzonal Cost Savzngs 

Programs lrected at reduc~ng operational 
costs are a critlcal factor in reaching 

fmanclal vlabhy and should be 
emphasrzed equally w ~ t h  tariff rates and 
collection 

Traznzng and Manpower Development 

Traznzng Systems Development 

Contmue to strengthen and develop the 
tramng systems and complete the trarnmg 
PIP 

Management Development 

Develop a follow-up md-level renewal 
program that should provlde refresher 
tranmg a year after tranmg classes and 
budd upon the prior curriculum 

Admznzstratzve Systems 

Procurement 

For the remamng procurement acuvlties 
from the reserve account, a fast-trackmg 
approach should be considered whereby 
procurement actlvlties and performance 
considerations run parallel so that the final 
delivery steps move along rapdy  

Management Infomzatzon Systems 

Budd on the success of the MIS PIP 
program, by lncreaslng and expanlng 
performance indcators, mcludmg the pilot 
programs, and broadenmg the circulation 
of reports 
Revlew the computer procurement plan to 
seek alternative means to expedte delivery 
Establish a plan for obtaning a computer 
service/support contract on a long-term 
basls using GOGCWS funds 

Budgetzng 

The lnstltutional development component 
(or MTSS) should place emphasls on the 

Vl l l  



budget process and its development as part of 
the financial viabhty strategy, s e e k g  to put 
m place a uthty-based budgetmg system 

Personnel 

The MTSS team needs to contmue to focus 
on developmg an acceptable plan to reduce 
surplus manpower so that the utihty can 
acleve fmancial viabhty 

Operatzons and Mazntenance 

Cost Reductzon zn OGM Alot Eforts 

MTSS and GOGCWS should develop a 
plan to mplement the chermcal reduction 
program throughout all water treatment 
plants and provide techcal  support and 
momtormg as needed 
MTSS and GOGCWS should incorporate 
potential electncal savlngs mto the pdot 
program and develop appropriate 
performance mdcators to momtor 
improvements and consider the provis~onal 
account as a source for needed corrections 

and improvements 
Any extension of the MTSS project should 
mclude a plan to reduce network losses by 
at least 50°h, possibly starting on a pllot 
basis 

Water Waste Reductzon 

Work on the water wastage program 
should be emphasized m order to brmg it 
back m focus as requlred by the contract 
and project paper 

Strategzc Plannzng for Decentralzzatzon 

MTSS should assist GOGCWS in the 
followmg 

Develop a corporate and strategic planmng 
function Incorporate the Performance 
Management Office Into t l s  function 

Charge t h s  office with assistmg m 
managmg the annual budgetmg process, 
with developmg annual operational plans, 
and a long range strategic plan that is 
perio&cally updated 
Develop a ~ l a n  for decentralrzatlon 

w Conduct a "strategic t h h g "  exercise 
wlth semor staff that results m a defined, 
collaboratively developed, strategic vision 
for GOGCWS Follow-up the exerclse 
with staff work that w d  provide the 
outhes of strategic utiatlves that can be 
translated Into performance improvement 
projects 
Develop a plan for delegation of authority 
consistent with decentralrzation 

Conclusions 

Peq5ormance to Date 

Overall ~erformance of MTSS to date is f a r  on 
the one hand, and mprovmg to good or very 
good m recent months The greatest strides 
have been made durrng the past year as the 
project has now gamed respect and momentum 
withm GOGCWS Much of this can be 
crecLted to a new and supportive Charman 
Recent successful events include the start-up of 
very effectlve pdot projects, estabhshment of 
an excellent t r u n g  program, and 
estabhshment of an operational Performance 
Management Umt Of course, the MTSS 
contractor team shares m t h s  success The fust 
two years were farly meffectlve m meetmg 
project goals and objectives, however Much 
more needs to be done as the work of re- 
engmeermg GOGCWS has just begun Thls 
window of opportunity is expected to last for 
at least three more years, the tenure of the 
current Charman 

Though recent accomplishments have been 
Impresswe, much remams to be done The 
lofty viaon of the project paper and the 
sustamable systems and programs specified m 
the BVI contract wdl not be reachable durmg 
the remamng year of the performance period, 



nor w d  they Uely be attamed w i t h  the two 
years remammg m the project For most 
efforts, at least three more years IS beheved a 
mlnlmum support reqwement to b d d  
sustamabhty Manpower systems and financial 
systems w d  take longer 

The t a d  Issue has been a contentious 
problem for all parues, with USAID nghtfully 
cl-g that the Egypuan government has 
agam faded to meet a legal agreement, wMe 
GOGCWS and MTSS team members feel 
asked to dehver on a condrtion that IS not 
under thelr control GOGCWS and MTSS 
beheve that the recent plan accepted by the 
Governor w d  be fully unplemented w i t h  the 
next month or two The plan provides for a 
28% annual increase for 5 years for water and 
an mcrease to 50% for the wastewater 
surcharge These have to be ratlfied by a local 
councd that have the authonty to make 
changes Ths  sequence of steps poses a nsk and 
requlres close USAID momtomg If the rate 
mcrease IS accepted, all sides should clarm 

vlctory and move to the next steps of 
contmumg to unprove the major water and 
wastewater uthtles m Caro Without further 
development by each, especdly regardmg 
operations and mamtenance practices, 
mfrastructure improvements made by the $1 2 
bfion USAD mvestment w d  be subject to 
damage and a shorter Mespan 

Project Strategy to Transform GOGCWS 

The performance unprovement methodology 
&scussed m the fmdmgs is b e g m g  to gam 
sufficient momentum to create sustamable 
change If supported and contmued at least 
throughout the planned project actlvity 
compleuon date or PACD (December 31, 
1997)) and perhaps beyond T h s  methodology 
is supported by the comrnodrties program and 
also frames all pdot activities and t r w g  
mtlatlves It serves to mtegrate the project and 
provide a framework for measumg results 



1 . 1  Background 

USAID investment m the water and 
wastewater sector m Egypt was mtiated in 
1977 By the end of 1983, projects totalmg 
about $600 mllion had been authorized, whlle 
only $200 d l i o n  had actually been expended 
The lag m expen&tures was due to the 
plannmg and procurement time needed for 
large infrastructure projects Projects included 
Alexandria Wastewater System, Caro Water 
Supply, Canal Clties Water and Sewerage, 
Provmcial Cities Development, and Caro 
Sewerage I The two Cauo projects provided 
$91 4 d l l o n  for an expanded water treatment 
plant at Rod El Farog and $129 mllion for 
rehabilitation of the Greater C m o  sewerage 
system 

Because of the major needs in the sector, 
the Presidents of Egypt and the United States 
announced in md-1983 that they had agreed to 
a $1 billion water and wastewater program 
with fundmg through 1987 This 
announcement was formalized into an 
agreement (Memorandum of Understandmg or 
MOTJ), signed by the Minister of 
Reconstruction and Muster of State for 
Housing and Land Reclamation (one combmed 
m s t r y  at that tune under Hassaballah El- 
Kafrawi), the Minister for Investment Affars 
and International Cooperation (Wagih 
Shmdy), and the USAID Mission Director (P 
W Stone) 

The Memorandum of Understandmg 
(MOU) provlded for a $1 2 bilhon fundmg 
program for the years 1982 through 1987 on 
the condmon that the Government of Egypt 

(GOE) rase tariffs "adequate to cover the cost 
of water and wastewater operations, 
mamtenance, debt semce, and routme 
improvements " The MOU also called for the 
estabhshment of "autonomous local water and 
wastewater orgmations, with the authority 
to retam service revenues for then own 
operating needs " 

The inltial response by USAID was to 
authorrze the C m o  Sewerage 11 project at a 
target level of $8 16 d l i o n  The level of 
author~ation has reached almost $800 mhon ,  
with the project actlvity completion date 
(PACD) now set for September 30, 1998 

In 1988, activities of the Caro Water 
Supply I Project were phasing out and the 
water treatment plant, Rod El Farog, was on- 
line with an expanded capacity To fully uthze 
the new production, extensive improvements 
were required m the Istribution system, 
lncludmg upgraded and new mams and 
expanded storage USAID agreed to provlded 
$104 mllion for t h s  work, whch included a 
major institutional development component 
The Caro Water Supply 11 Project was 
authorized on September 25, 1988, and the 
Grant Agreement signed with the GOE on 
September 30, 1988 

1 1 2 Project Strategy and Expected 
Outcomes 

Caro Water Supply 11 Project provided for the 
installation and rehabilitation of about 20 
lulometers of transmssion m a ,  33 lulometers 
of network h e s ,  and new storage reservoirs 
The engmeering work was awarded to an 
American engineering firm, CH2MHi11, and 
construction was done by the American firm 



Morns Knudsen As of June 1996, t h s  work is 
nearmg completion 

The msututional development component 
of the Caro Water Supply II Project was to 
provide orgamzational and techcal  systems 
support to the water authority, specifically 
addressmg the followmg areas 

E Manpower development and t r m g  
Estabhshmg a " t w u n g n  exchange 
arrangement with a U S water uthty 

E Purchasmg and mventory management 
E Generic systems unprovements 
E Modernmng of accountmg and financial 

systems 
E Upgradmg mamtenance facdities and 

equlpment 
Establishmg a central laboratory 

The goal of the mstitutional component of 
the overall project was to "strengthen 
GOGCWS institutional capacity to operate 
and mamtam the entire Caro water system * 
The end-of-project status or expected outcome 
as envisaged by the project paper u as follows 
"The entire city wdl benefit from better 
management by GOGCWS A modern 
centralized research laboratory will monitor 
water q u a  and set the stage for future 
improvements in treatmg processes Operation 
and mamtenance will have significantly 
unproved through upgradmg of facilities, the 
avadability of proper equlpment, tools and 
spare parts, slulls tramng, and better 
supervisory procedures Water wastage will be 
sigmficantly reduced by meter testmg and 
repar, leak detection programs, and increased 
pubhc awareness Revenues will rmprove with 
modern, functioning financial departments 
The traming department will offer a full range 
of courses from in-house tramng for unskilled 
workers to the identif~cation of management 
courses for their top executives Finally, 
GOGCWS will have established an ongoing 
relationshp with a U S utility from whch ~t 
can obtam mamtenance and systems operation 

advice " T h s  was a substantial undertalung and 
a lofty vision, whch IS s t d  bemg Implemented 

1.1.3 Ca~ro Water Instrtut~onaI 
Support Contract 

The contract for the Management Trammg and 
Systems Strengthenmg Project (MTSS), was 
signed with Black and Veatch Internatronal 
(BVI) on December 21,1992 The BVI team 
mcluded both American and Egyptlan 
subcontractors The contract specified the 
following major tasks 

Traning and manpower development 
"Twmnmg" exchange 

E Purchasing and mventory management 
E Water waste reduction program 
E Central laboratory 
E Management mformation and 

computerization 
Mamtenance facditles and equipment 

E Management development program 
E Project reports 

A start-up workshop, conducted by the 
Water and Sanitation for Health Project ( 
WASH), was held May 9-11,1993, in Caro 
and mcluded GOGCWS, USAID, and BVI 
The key outcome of the workshop was to 
bring a common understanlng of the three 
parties of the project This was summarzed by 
an executive panel representing the three 
parties as "The purpose of the (MTSS) 
project (and project activities) is promoting 
the financial viability of GOGCWS " The 
panel defined three goals or outcomes 
necessary to accomphsh the project purpose 
"revenue enhancement, cost reduction, and 
organizational strengthening " 

The start-up workshop provided a new 
focus to the project with emphasis on financial 
and managerial autonomy More-specrfic tasks 
dealing with operational rmprovements and 
efficiencies were de-emphasized m favor of the 
larger issues The central laboratory 
implementation activities were reassigned to 



the fachties contractor, CH2MHrll at that 
tune 

The MTSS team revised its work plan m 
July 1994, emphasizmg a p l m g  and systems 
approach and a focus on fmanclal and 
managed autonomy The u u a l  m e  project 
elements were reduced to SIX The project 
conunues to evolve as of t h s  writrng, as the 
team has agam reorgamzed rnto two subwts 
one focusmg on fmancial autonomy and the 
other on managerlal autonomy 

1 . 1  4 Evaluat~on Methodology 

The EHP evaluation team recogmzed the 
importance of GOGCWS staff and the BVI 
team havmg ample oppommties for 
parucipation m the evaluation as well as 
receivmg feedback on findmgs and 
recommendations Throughout the evaluation 
(May 19 -June 6,1996), the EHP team spent a 

great deal of tune with the prmcipals of the 
two orgmations to ensure that their concerns 
and ideas were rncluded In addmon to 
mterviews, meetmgs, and &scussions, the team 
reviewed a number of documents and made 
several slte visns Persons mtervlewed are hsted 
m A p p e n h  A Appendur B hsts the 
documents reviewed as part of the evaluation 
Updates and &scussions were routmely held 
with concerned USAID parties 

The evaluation team found the assignment 
challengrng, as the MTSS Project follows an 
ever-changmg path T h s  evolution made it 
dfficult to track events and accomphshments, 
as they &d not always clearly relate to the 
project paper or contract scope of work 
Routine adjustments were the norm Because 
of t h s  complexity and limted time, the 
resultmg report IS general, but it encompasses 
all of the elements of the teams' scope of work 



2 1 Project Strategy and Approach enabled subsequent actions, or delayed or 
hindered certam actions While hds ight  

Fzndzngs allows one to create a sense of logical sequence, 
the truth is that change has required a great 

During the four-year period m whch deal of struggle, juggling of &verse mterests, 

lnterventlons have taken place, an identifiable and murmres of success tempered with 
strategy has been used to manage resistance 

organizational changes One action has affected The accomplishments were found m the 

another and has led to new opportunmes, or following areas 

INTERVENTIONS 

Contractor entry into GOGCWS 

Develop a framework for 
identifying and measuring the 
organizational and inst~tutional 
changes requ~red 

Define change programs (called 
Performance Improvement 

Programs" or PIP) to affect key 
business processes 

Select prior~ty change programs 
that w~ll demonstrate that change 
is possible and develop models 
that can be repl~cated focus 

ACTIVITIES 

Identify and h~re off-shore and local staff 
Identify and establish relationsh~ps with local counterparts 
Gather data, establish baseline, ident~fy problems and 
determme how to approach them 
Ident~fylverify key needs for change 
Gain access to key decision makers 

Establish the performance management parad~gm 
Define bas~c concepts 
Train staff in sk~lls 
Establish results framework 
Develop a package approach concept 

Define key busmess processes (1 7 funct~ons of GOGCWS) 

Identify and state a v~sion for change In key areas (this has 
been termed "policy formulation" by BVI) 
Select performance measures for each change program 
package 
Define requirements to make the change happen (resources, 
structural changes, systemic changes, legal, staff, equipment) 
Develop a work plan and a mon~toring plan for actions 

Obtain agreements for pilot efforts In Embaba Water Treatment 
Plant for O&M, stores and supplies, & Helwan CSC as a multiple 
pilot customer service center approach, delegation, systems re- 
eng~neering for personnel, computer~zation, and financial viab~lity 



INTERVENTIONS ACTIVITIES 

Begm prlot efforts whrle 
transferrrng skrlls and changrng 
key busmess processes 

Develop a core group of key 
managers who w~l l  become 
charnp~ons for change 

rn Provrde consultants to desrgn new systems and train staff 
rn Conduct management tra~nrng for key personnel 

Carry out, rnonrtor, and modify the desrgned act~on plans for 
each prlot sett~ng 

rn Provide the resources and equ~pment needed to make the 
desrgned changes 

rn Ensure that contractor counterparts enter the first 
management trarnlng classes 
Conduct senror-level team bu~ldrng 

rn Prov~de ongoing dally support to key managers and 
counterparts, prov~de management coachmg 

rn Develop a performance management trarn~ng system to 
support managers and demonstrate effectwe results 

These mterventions and actlvrties provlde 
an outlme of the overall change model the 
evaluation team beheves the project has been 
usmg The admmstrative and management 
apparatus to support these efforts IS evldent 
and has been reported on m detal m quarterly 
and annual reports and concept papers 
Documentation for the project has been 
proh fr c 

The essential f m h g  IS that a strategy for 
change has been artlculated and is persistently 
followed by the GOGCWS with the asslstance 
of the MTSS consultants 

Whde the Issues hscussed below identify 
some of the chffrcultles inherent m the model 
used (and perhaps for any approach), r t  IS the 
team's assessment that the change model is 
begrnnrng to gain sufficient momentum to 
have potentral to create sustainable change if 
supported and continued at least 
throughout the planned project actrvrty 
complebon date or  PACD (and most lrkely 
beyond) The message of the change model has 
been clear, repeated, and embedded m all 
phases of the project lt 1s necessary to define 
where one IS gomg, have a check Irst, and 
persrstently pursue tasks 

Whde success looks posslble and a number 
of achevements are evident, if technical 
asslstance were withdrawn tomorrow, 

accomphshments would hkely not be 
sustmed, except perhaps m the area of trammg 
systems development (see below, section 2 3) 

Issues 

Entry 

The contract wlth Black and Veach 
International was s p e d  rn December 1992 
The entry process, which mcluded gettlng a 
team m place with local counterparts and a 
work plan designed and negotrated, took the 
greater part of the first year and a half 
followmg contract slgnmg Focused efforts 
began around July 1993, a month after the 
project start-up workshop (refer to WASH 
Fleld Report No 406, July 1993 Caro Water 
Supply I1 Project Start-up Workshop for the 
MTSS Contract) 

The start-up perlod was characterrzed by a 
serles of chfficulties Dunng the first two and a 
half years of the penod under revlew, the 
leadership of GOGCWS was not particularly 
supportwe of change efforts that would affect 
manstream lnstltutional systems There was 
strong resrstance even to &scussmg, let alone 
actlng upon, proposals that would affect 
budget, tarlff, staffing, regulatlons, delegation, 
decentrallzatron, or financial autonomy The 



consultant team l d  not have ready access to 
the leadership 

Ckent-consultant relations were lfficult, 
cornmumcations were stramed, and 
counterparts were assigned by the leadership in 
large numbers and inappropriately m order to 
provide favors (assignment to an "adltional 
dutyn meant mcentive pay) Observers 
reported that the utility's leadership dld not 
particularly desire the mstitutlonal change 
aspects of Caro Water Supply I1 They 
appeared to be more interested m the physical 
mprovements provided by the constructlon 
side of the project m adltion to any 
comrnolties or other benefits that could be 
obtamed from the institutional side of the 
project 

At the start of the project, the GOGCWS 
project manager assigned to work with the 
contractor reportedly mcromanaged the 
consultants and even reviewed fmlngs from 
focus group meetings to keep an eye on change 
recommendations The first GOGCWS project 
manager interpreted the job as requiring heavy 
control The result was that he attempted to 
decide exactly what should and should not be 
done or written to inform others about the 
project The consultant techmcal assistance 
team had hoped for a partnership approach 
with joint decision malung With the 
GOGCWS project manager's desire for 
control, the consultants predxtably responded 
by resistance Much time was lost Eventually, 
the GOGCWS project manager was replaced 

Most of those interviewed describe the 
organizational culture of GOGCWS as 
"command and control," engineering focused, 
follow the rules (don't take risks), let the top 
decide, with a strong orientation toward 
hierarchy and centralization A strong cultural 
lfference exists between the project 
consultants and the GOGCWS leadership, 
which is exactly what the change program is 
attempting to focus on Creating an 
environment that supports collaboration and 
teamwork is a great challenge Yet, an 
orgmzational culture that supports 

centrahzation and control is a strong mlcator 
of the need for mstitutional change 

To address thls need and mternal resistance, 
the project team started its work w i t h  the 
realm of the possible by identifymg and 
worlung with receptive elements wlthm the 
organization The focus of attention was to set 
up t r w g  systems and to gam access to 
mddle-level management through management 
t r u g  programs 

These early efforts bore fmt A great many 
higher-level GOGCWS staff that began with 
the project have smce retired The current 
Charman has been on the job for about mne 
months and 1s very supportive of the change 
strategy and the project He articulates and 
champions efforts lrected at strengthening 
rmddle managers, and bekeves in developmg 
staff through tranmg Key mddle-level 
managers have become project alhes and report 
strong support for tranlng efforts and for 
organizational change Because of the "project 
improvement programn or PIP process, 
managers feel ownership for the change 
programs they have had a role in defining 

Alot Eforts 

The primary technique for introducing new 
systems and procedures to foster 
decentralization has been experimentation in 
pilot settmgs Pilot efforts have been set up for 
performance management in operations and 
mamtenance, stores and supphes 
(procurement), and customer service This 
section wlll focus primarily on the customer 
service center pdot effort to highlrght issues ln 
this strategy Pilot efforts In operations and 
mamtenance and in stores and supphes are 
lscussed in the finlngs in Section 2 5 The 
larger issues of pllot efforts as a strategy apply 
to all pilot efforts 

The pilot effort to establish a model 
customer service center at Helwan holds great 
promise Without computerlzatlon or a full 
complement of managerial staff, the effort has 
been successful m increasing revenue, setting 



performance targets for staff, and provldmg 
t r w g  for staff 

D u m g  the week pnor to t h s  evaluation, 
the C h m a n  Issued decrees to estabhh 
Helwan as a customer service center and 
delegate certam authorities to ~ t s  manager The 
model servxe center concept is to mtegrate 
techmcd and customer servlces under one 
management center, and to consider the entlre 
operation as a cost center The center wdl be 
responsible for network mamtenance, meter 
mshlatlon and repax, b&ng collectlon, and 
customer service needs 

The project consultants are ass~stmg to 
develop u t s  for customer complamts, 
Improve management systems, mcrease the rate 
of collect~ons, collect old debts, and reduce 
costs through effic~encles m metemg and 
networks The data are persuasive, as shown m - 
the box below 

Interviews with GOGCWS and consultant 
staff inlcate that the job at Helwan is about 
40% complete The success of change thus far 
can be attributed to several factors 

Prtonty attention has been gwen Helwan 
CSC by the consultants and the C h m a n  
Increased delegation has allowed the 
manager to make decisions 
The designated manager of Helwan CSC IS 
providmg delcated leadershp and has been 
tramed m the md-level managers' program, 
he understands how to design and monltor 
performance management programs 
because of h s  tramng 
The Helwan CSC manager has personally 
tramed staff m meter readmg, has ensured 

that t r w g  was provlded m network 
mamtenance (valve exercismg), and has 
aggresswely pursued arrears m large 
accounts 

A great many lmprovements s t d  need to 
be made Large government consumers do not 
pay their bllls and their consumptlon needs to 
be reduced, consumer servlce fachtles need 
upgradmg (serv~ce center reconstruction IS 

required), and cost savmgs could be reahzed by 
removlng outdated pubhc standposts, updatmg 
regstratlon, and reduc~ng the lag trme between 
b h g  and collect~ons (Most of the pipe m 
Helwan 1s 70 years old and requires heavy 
mamtenance due to leaks ) All of these 
lmprovements are achievable, gwen resources 
(staff and equipment) and persistent efforts 

The pdot effort faces contmual obstacles 
related to vertical and hlghly centraked 
adrmmstratlve systems For example, 
accountmg systems whch designate collection 
routes for readmg meters and b i lhg  customers 
are managed centrally Each collectlon route is 
mamtamed as a book, or file, and the file is 
used to input b~llmg and to Issue statements 
The class~ficatlon of accounts (1 e , mlvidual, 
commercial, industrial, or government) is 
regmered and entered into a collectlon route 
The Helwan CSC has lscovered that a great 
many government accounts have now been 
privatized Government accounts are often not 
pad, and the water utlllty has llttle leverage 
Helwan CSC's efforts to reclassify accounts to 
the prlvate sector have been delayed because 
the cen~ral office creates reclasslficat~on files 

Receivables 

Arrears Collected 

I 1Grnonths of lag 1 18 months of lag I 

Helwan CSC 

46 9% 

GOGCWS 

7% 

Collections/bill~ngs 
Revenue collectlon has ~rnproved 41% over the previous year 

83% 50% 



only m September The cen t rhed  system is 
slow, nonresponsive, mnunally automated, yet 
the service center is totally dependent on it for 
settmg up accounts and d e t e m g  meter- 
readmg route books 

Whde, on the one hand, the project is 
trymg to create new systems at the mcro level 
through service centers, it also needs to design 
major centralized busmess process systems such 
as personnel, budgetmg, procurement, and 
strategic corporate planmng m order to 
support decentralization The mterdependence 
between centralization and decentralization m 
terms of systems development is critical to the 
lrnplementation of all performance initiatives 
m delegation, cost effectiveness, and eventually 
all project goal achievement 

Obstacles related to centralrzed personnel 
systems, budgeting, and procurement also 
exist Most managers do not have effective 
control over who works for them or the size of 
their staff While authority has been delegated 
to the pdot CSC, it is lirmted Helwan CSC 
cannot negotiate with government or other 
nonpaying accounts without recourse to 
central office legal or other support services 
The manager of Helwan CSC does not have 
his own budget 

The pilot effort also faces lfficulty in bemg 
able to absorb the avadable technical assistance 
provided within a short tune frame Three key 
manager positions below the CSC manager 
have not yet been filled-the technical 
department manager, customer service 
department manager, and financial/ 
admnistrative manager Project consultants are 
developing initiatives and action programs 
(PIPS) m each of these areas without senior 
counterparts who could share a sense of 
ownership and collaborative design of the 
mnovations While a great deal of traning is 
being conducted for lower-level staff, the 
consultants' presence in the small service center 
is clearly evident Sustamability and shll 
transfer after the consultants withdraw is a 
realistic concern A more irnrnelate issue 1s 
that the consultants will need to work with 

new managers who are expected to be assigned 
as counterparts by July 1996 

Whle pdot change projects can be effective 
instruments to develop and demonstrate 
change, it 1s too soon to prelct with any 
degree of cenamty whether these efforts wdl 
succeed The larger issue of movrng from a 
single pdot to systemwrde mstitutionahzation 
and sustamabihy for all of GOGCWS has yet 
to be addressed The pilot customer service 
center in Helwan is but one of 16 service 
centers m the metropohtan area, and it has 
only 45,000 accounts Wdl Helwan be 
rephcable> Where should the next pdot be> 
How many service centers need to be 
operating along new guidelines before an 
irreversibly sustanable effect is m place> 

These same questions apply to performance 
management efforts for the water treatment 
plant and in stores and supphes at Embaba 
And, whde senior staff report that there is 
demand for many more pilot efforts from 
service center managers, avadabllrty of 
resources wdl determme the pace of such 
transitions 

Recommendatzons 

Continue the successful implementation of 
the performance improvement program 
approach Continue to reqwre that all 
project mitiatives have a PIP designed 
Ensure that the PIP continues to be 
developed and supported by GOGCWS 
managers (1 e , they have a sense of 
ownership) The PIP process is the most 
important change management tool for the 
project 
Continue to work rn counterpart 
relationships and ensure that counterparts 
are in place for pdot efforts The 
relationship of project consultants to 
GOGCWS senior managers does not 
appear to be strongly focused due to the 
emphasis on mddle management and pilot 
programs Greater effort needs to be made 
to provide semor-level coaching and advice 



to support major systems development 
mmatives and project goals 
Begm semce center pdots m at least two 
adchtional locations w i t h  the next SIX 

months, followed by two others w i t h  a 
year In order to leverage resources, 
consider usmg outstandmg graduates of the 
empowered manager courses and the staff 
of the first pdot CSC as consultants to new 
pdot centers (Unless there u a 
"decentrahation momentumn and the 
integrated service center model develops a 
strong constituency, pdot efforts may not 
be mstitutionahed by the end of the 
project ) 
Contmue to develop a core group of key 
managers through enhanced management 
tramng programs (see tramng below) 
Strengthen top-level managerial support for 
deslgnmg vertical admmstrative systems 
(budgetmg and finance, personnel, 
procurement, mcentives, and strategic 
p l m g )  that wdl lead to major delegation 
and decentralrzation and support pilot 
efforts 
Provide ongomg management consulting 
and coachmg for senlor staff and involve 
them m an executive management 
development program that covers change 
prmciples and supportive busmess 
management concepts (Refer to traming 
and manpower development m Section 2 3 
below ) 

2.2 1 Background 

Fmancial viabhty is the most unportant 
objective of ths  project The USAID Project 
Grant Agreement with the Government of 
Egypt (GOE) mcluded the covenant, 
"Concermng water facihties to be financed 
under the Project, evidence that the Grantee 
mends and plans both (1) to mcrease tariffs 
over tune, so as to cover the recurrent costs to 
be associated with the operation and 

mamtenance costs for wastewater clsposal, and 
to begm the process of cost recovery of the 
capital mvestment and (11) durmg the mterun, 
to cover deficits through addmons to the 
recurrmg cost budget of GOGCWS " 
Although GOE fully agreed to these 
concltions, they have not yet been 
Implemented The Grant Agreement was 
signed September 30, 1988 A summary of the 
project legal requrrements and hstory is 
mcluded m Appendur C 

In addmon to tariffs, which cover 
operation and mamtenance, financial viabhty 
mcludes such areas as reduction of costs for 
processmg and delwering water, unproved 
collections, and reductions of losses Most of 
the performance mdxators agreed to by 
GOGCWS focus on cost reduction and 
revenue collection 

2 2 2 Tar~ff Structure 

Fzndzngs 

Tariffs have been the most contentlous issue 
between USAID and GOE As GOGCWS is 
the country's largest water utility, semng parts 
of three governates, it also has the 
responsibdity to collect the wastewater 
surcharge for the Can-o General Organization 
for Sanitary Dramage (GOSD) Combined, 
GOGCWS and GOSD have received about $1 
bdhon in USAID fundmg since 1977 Tariff 
collections have not been adequate to pay 
operating costs For example, estunated b h g s  
reached only LE 176,742,000 in 1994/1995, 
compared to operatmg expenses of LE 
262,39 1,000 An addmonal LE 40,000,000 m 
surcharge receipts were reported to have been 
transferred to Caro GOSD for wastewater 
operations GOSD's operatmg expenses 
approach those of GOGCWS GOSD is also 
the recipient of a USAID-sponsored 
instltutlonal support project with smlar  
components, mcludmg financial viabihty (See 
EHP Activity Report No 14 ) 



ellrmnate the annual operatmg defic~t by 2001 
The plan has been accepted by the Governor 
and would also mcrease the wastewater 
surcharge to 50% As of June 1996, t h s  plan 
had not been unplemented 

The mcrease, if mplemented, would have a 
substantial Impact on GOSDYs revenue 
Further analysis 1s needed to determme 
whether the 50% rate is adequate For example, 
the 1997 revenue would be LE 146,888,000 if 
Government collection rates reman at 12% 
and LE 187,500,000 ~f mcreased to 40% based 
on MTSS projectlons 

Issues 

The mltial agreement between USAID and 
GOE called for GOGCWS to mcrease tariffs 
to the level necessary to recover all O&M 
costs vhis  document, srgned m 1984, 1s 
known as the Memorandum of 
UnderstancLng ) The tariff structure was 
substantially Increased untll about 1993, when 
the last known resldentlal tarlff mcrease was 
made m Caro The MTSS project also began 
in 1993 Smce that tlme, operating costs have 
increased considerably, resulting m an ever- 
widening gap between bilhngs &d costs The 
result IS, s~mply, that GOE, GOGCWS, and 
GOSD are in default on the agreements The 
hoped-for lnterventlons and support from the 
MTSS Project have not resulted m a tariff 
Increase adequate to meet the outstanding 
cornmtments and agreements The GOGCWS 
and the MTSS contractor note that them abillty 
to brmg about change 1s llmted Such matters 
as tar~ffs are in the hands of the Governor and 
the local councd, and the utdlty has llttle 
control over the process The Charman, 
supported by his MTSS advisor team, however, 
does have the responsibd~ty to advlse and steer 
the Governor as well as USAID on problems 
and lfficultles regarding the tariff Issue 
Agreements between GOE and USAID appear 
to have been taken llghtly by the GOGCWS 
and MTSS and have led to a somewhat 
contentious workmg relationship wlth 

USAID Whether MTSS or GOGCWS alone 
could have mfluenced the outcome 1s moot, as 
USAID perception u that there has been llttle 
mterest or effort by GOGCWS to address the 
issue Some clam that USAID could have 
played a more proactlve role at hgher levels, 
but ths  is not really a pertment Issue m 
evaluatmg MTSS efforts regardmg tariffs All 
other USAID-supported utllitles m Egypt have 
greatly Increased tariffs m recent years Caro, 
by far the largest reaplent of USAID fundng, 
1s the exception 

In splte of the Issues in bnngmg about an 
actual tariff change, MTSS has been effectlve in 
mcreasing recognltlon and understandmg 
wrthm GOGCWS of the need for mcreasing 
tanffs and reduclng costs Alternative five-year 
tar~ff schedules were developed by MTSS 
leadmg to an optlon selected by the Charman 
and accepted by the Governor for 
lmplementatlon As of June 1996, the plan had 
not been ~mplemented, reportedly due to the 
absence of an approvmg authority (local 
councll) Hlstory mlcates that when t h s  
roadblock 1s removed, some other problem 
wdl occur to delay such an approval 

The tarlff plan expected to be unplemented 
1s conservative compared to that of other 
Governates It also fads to make up for four 
years w~thout increases, as well as inadequate 
increases in prior years In this plan, an annual 
28% increase in tariffs IS projected over five 
years, bringing the baslc domestic tardf from 
PT 0 10 to PT 0 34 per cubic meter of water in 
the year 2001 T h s  compares poorly to the 
1996 cost to produce and lstrlbute a cublc 
meter of water-PT 0 43 Political concern and 
Influence 1s very strong 1n Caxo Tarlff 
mcreases are probably an Issue of Interest all 
the way to the President's Office, not a 
responsiblllty solely for the Governor As an 
example, planned 1995 increases were delayed 
because of elections throughout the country 
Thls has happened routinely ln the past 

The revlsed tarlff plan brlngs the annual 
deficit level to LE 42,940,000 by the year 2000- 
2001 The MTSS team feels that this shortfall 



can be made up through other cost-savmg 
measures In view of the current collection 
ratios, however, this goal wdl be a challenge 

All parues should accept the new tariff 
plan, when mplemented, as a major step 
forward They should also comrmt 
themselves to an annual review of progress 
and work toward jomt agreement on 
adjustments as needed 
The annual reviews should mclude 
representatives of USAID, GOGCWS, 
GOSD, the Institutional Support 
Contractors, the Governor, and local 
councd representatives 
Any future USAID expendtures for the 
Cauo water and wastewater sectors should 
mclude the foregoing condmons, in 
addtion to a plan for mplementmg cost- 
accountmg and cost-saving measures 

2 2.3 Frnancrai Poky and Piannrng 

Andzngs 

MTSS has conducted stu&es and presented 
alternative approaches to estabhsh a business 
accountmg system, but to date without success 
The Umform Accountmg System, the GOE 
system, stdl remams the standard It is basically 
an accountmg system and does not serve as a 
basis for budgetmg, nor does it readdy provide 
data regardmg revenue and expen&tures 
Under the pilot programs, MTSS has uutiated 
cost-accountmg programs for Embaba, Roda, 
and the Helwan Customer Service Center 
(HCSC) These three sltes are treated as cost 
centers For Embaba and Roda, monthly 
reports of all operational costs for the 
treatment of water are now avadable by 
mdwidual item and by cubic meter This is the 
first tune that management has had 
mformation that shows trends and allows 
comparisons between plants For example, 
production costs at Embaba are about PT 10 

per cubic meter, whde Roda mcurs about PT 
14 Ths  dfference 1s due prmardy to the size 
of the plants The Helwan Customer Servlce 
Center data are equally useful, but at t h s  tune 
have not been computed on a cubic-meter 
price These new pdot projects are laymg the 
base for a future uthty accounting system by 
showrng management their value and servlng 
as a tool for the budgetmg process 

Issues 

The MTSS team has been most successful m 
the pilot accountmg systems estabhshed to 
date, but there are no plans to expand these 
efforts Without the consultants' contmued 
momtoring and input over the next two to 
three years, these efforts may be lost A thrd 
pdot project, the Mostorod Water Treatment 
Plant, d d  not include the cost accountmg 
system Staff at the WTP are most receptive to 
having t h s  management tool 

The reluctance of the orgarmation, m the 
past, to change to a more useful accounting and 
budget system comes from comfortable 
farmharlty with the GOE's Unified 
Accountmg System combined with reluctance 
on the part of the financial &rectors to share 
cost and budget data A new Vice Charman of 
Frnance and Admustration has recently been 
appointed and appears to have the vmon to 
develop a utllity-based accountmg and 
budgetmg system However, he lacks skdls 
related to enterprise or business accountmg and 
wdl need trlning and lrection 

Recommendatzons 

The pllot cost center concept should be 
expanded to all separable unns of 
GOGCWS as rapldly as MTSS and 
GOGCWS are able to undertake ths  
activity 
Emphasis should be put on lnitiatrng a cost 
center for Mostorod immediately and 
includmg a cubic-meter cost breakdown for 
the Helwan Customer Service Center 



A semor development and support 
program for busmess accountmg and 
budgetmg should be developed for the Vice 
Charman of Fmance and Adrmnlstration 
for budgetmg and accountmg 

2 2 4 Operat~onal Cost Savrngs 

Fzndzngs 

The MTSS team has been very effectlve m 
estabhshmg programs that wdl increase 
efficiency and reduce costs These vary from 
reducing water losses to mcreaslng collections 
Also mportant are programs to use chermcals 
more efficlently and to sell scrap and surplus 
materials These programs generate savlngs and 
also Increase revenue from previously unpad 
accounts Detds of the operational 
improvements underway are addressed later 
Pdot efforts have shown that chermcal costs 
can be reduced by up to 25% Major savmgs 
can also be made m expendtures for electricity 
through power factor correction and unproved 
operations Water loss is substantial, resulting 
m part from poor O&M practices Network 
water loss runs about 23% of productlon, whlle 
aftermeter losses are estmated to be 39%, 
leavlng actual usage levels at only 38% of 
production These figures are unacceptably 
hgh for a well-managed utdlty Reductions in 
water loss would result in a correspondmg 
reduction of chemcal and electrical costs It 
appears that major savlngs can be made In 
operations that would offset the need for some 
of the tarrff Increases There 1s also excess 
staffing, major staff reductions are possible 
However, labor Issues are treated as pohtlcal, 
and the GOGCWS is not yet ready to address 
them 

Issues 

but ~ssumg a report or conductmg t r u g  does 
not necessardy b m g  about change Follow-up 
and mentormg wdl be required, and for some 
areas thls wdl take many years 

To date, the strength of MTSS' efforts m 
bringmg about change has been ns abhty to 
integrate into the GOGCWS organization, 
gam the trust of counterparts, and to show 
them that there are better and more efficient 
ways of dolng thmgs The evaluation team was 
impressed with the progress that MTSS has 
made m changmg attitudes and creatmg merest 
m new and better technology and systems 
T h s  strength needs to be more sharply focused 
in key areas to reach the project objectives 

MTSS' work to date 1s still In the begmnmg 
stages of transformng GOGCWS mto a 
modern, world-class utllity If the MTSS 
Project were to termnate in the next year, key 
programs currently underway would be hkely 
to revert back to the old system 

Recornrnendatzons 

Programs drected at reducrng operational 
costs are a crltical factor in reaching 
financial viablhty and should be 
emphasized equally wlth tariff rates and 
collection 
MTSS, m the upcormng work plan 
revision, should emphasize the expanslon 
of operational cost savings actlvrties to 
include all units, MTSS should formulate a 
system to lnstitutronalize such work 
through a mentormg and momtoring 
program 
GOGCWS should develop addmonal 
performance ~ndcators under the PIP to 
encourage the contmuance and expanslon 
of operational savmgs 

MTSS's work in the operatlonal area has been 
primardy to identify problems, make 
recommendations, and undertake traning 
Flnlngs have been lnterestlng and promsmg, 



2.3 Trarnrng and Manpower 
Development 

2.3.1 Trarn~ng Systems Development 

Fzndzngs 

A complete t r m g  system has been deslgned 
and documented, and implementation of the 
system by GOGCWS is well underway, 
although much remams to be accomplished to 
complete the system T r w g  as a prolect 
contr~butlon 1s a hgh pomt Whde great 
progress has been made in the past year, 
GOGCWS is not yet able to develop and 
conduct a range of trarrzlng programs 
consistently without local or external 
consultants Sustarnabhty is an issue (see 
Issues, below) Tramng systems development 
1s supported by the followmg 
accomphshments 

A t r a m g  pohcy has been developed, 
wldely revlewed and approved w i t h  
GOGCWS The pohcy requlres that all 
traming for GOGCWS be performance- 
based Thrs means that tramng must be 
deslgned to meet specific outcomes related 
to orgmzatlonal outputs and to a specified 
level of desrrable performance 
A tranmg performance unprovement 
program has been deslgned and 1s well 
underway m achrevmg ~ t s  targets 
A dynamc and hlghly respected mdwidual 
leads the t r m g  department as manager, 
and the tranmg functlon has been 
organzed to report dn-ectly to the 
Charman, givlng it the importance and 
mfluence reqmred to meet project 
objectlves 
A hlgh commttee for trmmg, composed 
of semor managers and the Charman, has 
been established and meets regularIy to 
revlew trammg accomphshments and work 
plans 
A trammg pohcy and operations manual 
has been developed and approved with 

GOGCWS (ths is commonly referred to as 
the " t r m g  lazba"), because r t  contams 
regulations, n has been put forth for 
approval to the Central Orgmzatlon for 
Admuustratlon (COAC) 
Fundmg, design, and furmshmg of a 
tramng center at Gt Kat has been 
accomphshed with space for 40 tramees A 
trammg space is operational at Rod El 
Farag w ~ t h  capacity for 30 tramees, and the 
fachty at Embaba is appropnate for 20 
tranees 
A master t r m n g  plan for 1996-1997 has 
been developed, approved, and budgeted at 
LE 351,000 (whch mcludes LE 250,000 of 
USAID reserve funds for vendor courses) 
Permanent tranmg staff have been asslgned 
(26 of 36 requested to date) The staffing 
strategy 1s to comblne a small permanent 
core t r w g  staff wlth a large group of 
part-tune tramers (35 staff) recruited from 
throughout the organization who are 
tramed m essential tranmg slulls Part-tune 
tramers are pad from LE 12 to LE 20 per 
hour as Incentive pay to conduct tranmg 
A management t r a m g  program consisting 

of 13 modules has been developed 
Two techmcal trammg courses have been 
developed 
To date, 390 have completed the 
management course, 16 have had human 
resources trmmg, and 30 ind~viduals have 
completed a technrcal course 
All trammg mater~als, course design, 
curricula, mstructor guldes, and needs 
assessment processes have been 
documented rn report or manual form and 
are m the tramng data base 
The t r a m g  technology IS contaned 
wlthm a trammg methodology called 
Instructional Systems Design (ISD), whlch 
is compatible wlth performance-based 
trammg and 1s strongly onented to 
pinpolntlng specific skill-related behavlors 
or technical trarnmg ISD approaches to the 
management curricular area, however, tend 
to be segmented and overslmpllfied, and 



t h s  1s true of the management curriculum 
provided (see management t r m g  below) 
Lmlung t r m g  amvrty to performance 1s 
rlght on target and is a very lrnportant 
element of the t r m g  approach used A 
great deal has been done to relate t r w g  
to performance mprovements Ths  1s a 
posltive fmdmg And, more can be done to 
build upon these positive g a s  

Issues 

The job of buldmg the traming system wlll 
requlre a consistent effort over the next two 
(or more) years Institutionahzation will not be 
complete untd the department is able to stand 
alone and perform the same work the 
consultants (local and off-shore) are now domg 
to meet performance targets Tasks yet to be 
accomplished mclude the followmg 

A t r a m g  mformation system is in the 
design stage and needs to be moved to 
implementation and mstitutionahzation 
The tranmg department IS beg~nning to 
budd a permanent staff and develop a 
traning team The traning manager is 
holdmg that posltion on a pan-tune basis 
and is mvolved in a number of hgh-level 
initiatives, as well as holdmg a job as 
advisor to the Charman Staffing and 
traning of the traning department 
personnel will be complete when the 
department 1s capable of conducting all 
phases of tranmg curriculum and program 
development from needs assessment 
through mtegrated program deslgn and 
delivery At this moment slull transfer to a 
full traning staff has not taken place, 
although a limted number of part-tune 
mdwlduals are able to follow a predesigned 
mstructor's manual produced by the 
project consultants 

Completing the t r m g  PIP and plan will 
requre mcreasmg the number of 
mdlvrduals tramed annually 
A t r m g  evaluation system needs to be 
developed and mplemented 

Re engzneerzng Traznzng 

Recent re-engmeermg developments for 
performance-based approaches to t r m g  have 
mcreasmgly required that t r m g  move away 
from a "core currrculumn (even ~f developed 
for performance mprovement) to an approach 
that links tramng to organlzational, or key 
busmess processes, or resuldoutputs (see 
Robert 0 Brmkerhoff, The Learnzng Allzance, 
Jossey Bass, 1994) In t h s  approach, 
measurement of t r m g  is lrnked to 
organrzational performance for key outputs 
rather than the number of persons tramed or 
the number of courses delivered T h s  assumes 
that the only true measure of t r m g  
effectlveness 1s its contr~bution to the busmess 
outcome The essential question IS, "Wdl the 
desired performance unprovement lead to a 
result consistent with a defined business 
strategy for the orgmzatlonJn For example, ~f 
the deslred busmess strategy is to reduce 
operational costs and Improve fmancial 
viability, wdl tramng network mamtenance 
staff ln leak detection provide that result> What 
are the measures before traming and after 
trammgJ It is Irrelevant ~f the tranmg event is 
well regarded, or even if skrlls are learned If 
they are not used, or ~f there 1s no follow-up by 
supervisors or focused attention from 
management to achleve the deslred result, 
traning mvestment is lost 

This approach to traning requlres a 
thorough analysis of organlzational outputs 
related to key busmess outcomes and processes 
by managers (not conducted by tramng 
speciahsts, although the facilitation role 1s 
unponant m this process) to decide what 
trarmng should be done and what will be 
gamed from tramng As Brmkerhoff notes, 



"trauung unpact mappmg" is an essential early 
step m developmg t r m g  usmg t h s  approach 

A trauung curriculum that uses t h s  
approach is dynarmc and conmually evolvmg, 
it emphasizes the manager and the tramee as 
the key stakeholders (rather than the tramng 
department) It reqwres organczational 
development slulls by tramers and master 
t r m g  professionals to design and develop 
trauung programs 

T h s  methodology emphasrzes the pre- 
t r m g  work phase (decidmg what t r m g  
wdl do to unprove the result) and the post- 
trauung follow-up work to ensure that results 
or lmproved outputs are affected by trauung 
The actual traming event is but one element m 
the cycle (and the easiest to manage and 
control) ExpancGng the current performance 
model to include unpact mappmg and an 
emphasis on t r m n g  follow-up is compatible 
with the current performance-based approach 
used m the project and would be an 
enhancement 

Technology Transfer and Consdtant 
Dependency 

The challenge for tramng systems 
development has been to estabhsh a credble 
and posltive contribution to GOGCWS in a 
relatively short period of tune The 
chronology of traming systems development 
provided by the MTSS consultants mlcates 
that it took from September 1993 (when the 
MTSS trarnlng consultant began workmg) until 
July 1994 to identify, contract, and begin the 
activities of local consultants The development 
of the needs assessment for management 
trauung began m February 1995, and the first 
management trarning began m May of 1995 
Most of the 1994 accomplishments related to 
preparmg a traning space and creatmg project- 
related tools such as PIP tranmg Traning 
specialists were identified and their t r m n g  as 
tramers began m late 1994 and m July 1995 
The tranmg pohcy and mssion statement was 
developed in early 1995 

Most of the results of the trauung 
component have been trarnmg managers m the 
empowered manager core curriculum (EMCC) 
Most of the trauung for that course is 
conducted by external consultants contracted 
by the project 

The GOGCWS t r m g  manager has been 
in h s  posltlon smce December 1993, t r m g  
department lob descriptions were written in 
January 1995, part-tune tramers were assigned 
m January 1995, and mddle-level managers for 
the tranmg department were assigned m 
August 1995 

Most of the mputs for design of the 
t r u g  system (the curriculum, trarrung 
designs, manuals, pohcies, structure) have come 
from the MTSS consultants (both local and off- 
shore) GOGCWS staff, via focus groups, have 
contributed extensively, with mput, advice, 
and involvement The GOGCWS trauung 
manager, m particular, has played a strong role 
in tranmg system design The majority of the 
t r m n g  staff, however, began work in the 
department after the design of systems and 
curriculum 

Whde one could argue that it was 
unportant to give trauung a "jump start," the 
task of mstitutlonalczation, sustamab&ty, and 
GOGCWS ownershp w i t h  the tramng 
department (beyond the tranmg manager) stdl 
remams It is always possible to purchase 
appropriate s M s  from local consultant systems 
and programs specified in the BVI contracts 
and to be given tramng manuals designed by 
experts, but the project goal will measure 
sustamable GOGCWS performance m the 
absence of most external consultants Can the 
trammg staff now do what the consultants 
have done for them m curriculum design and 
course unplementation> 

A "master tramer programn would form 
tramers capable of usmg a range of t r m g  
methods and able to write curriculum, design 
integrated traming programs, and perform as 
professional tranmg consultants GOGCWS IS 

an organization whch could provide national 
and regional leadershp m tranmg cost- 



effectively if n had that capabhty The project 
prov~des an opportu~llty for bmldmg ~t 

Recommendatzons 

Sustmabrlrty Contmue to strengthen and 
develop the tramng systems and complete 
the tranmg PIP The tramng system IS the 
most developed element of the mstitutional 
component of the project and holds great 
promse for conunuatlon and sustain- 
abdity, but n wdl not be mstitutlonahed 
untd the trammg PIP 1s completed 
Master t r u e r  program An important 
element of sustamabllity wdl be to develop 
the capacity of the trming department to 
design tranmg that 1s continually evolvlng 
and which uses a full range of t rmmg 
methods, w~thout undue recourse to 
outside consultants 
Methodology enhancement Expand the 
current performance model to include 
Impact mapping prior to tranmg and post- 
tranmg follow-up Use thls methodology 
to set priorities and decide what tranmg to 
conduct Involve the high trming 
comrmttee 1n unpact mapping exercises 
Modlfy the t r a m g  needs assessment and 
the PIP model to Include analysis of 
busines- purposes and impact-for-change 
programs, as well as traning Itself (refer to 
Brmkerhoff) 

2.3.2 The Management 
Development Program 

The most often-mentioned activlty conducted 
in the project, and perhaps the most vrsible, 
has been the mddle-level management traning 
program If one judges by popularity, the 
empowered manager core curriculum (EMCC) 
has been a resoundmg success 

The impact of this tranmg on the cost- 
effectiveness and financial v~ability of the 
organization 1s difficult to assess at this point 

However, a number of unportant process 
effects from tlus t rmmg have helped the 
project gsun acceptance and have unproved 
manager morale and managerral identity with 
each other The f m h g s  are as follows 

T r m g  classes have been formed by 
bnngmg a cross-sectlon of managers 
together from different geographical and 
professional areas w i t h  the orgarmation 
Managers report satisfaction in networkmg 
with people they have not seen for a long 
tlme and forgmg new alhances 
The atmosphere w~thin the trammg 
program is supportive and encourages a free 
exchange of Ideas Managers report that this 
tranmg is fun The mur of methodolog~es 
(using about half lecture-&scusaon and half 
small-group exerc~ses) provides an effective 
mur that moves the group along qulckly 
and perrmts a good SIX to seven hour 
trming day 
The participants identify wlth thelr group 
and are provided the opportunity to feel 
special, as "the group of the future" for 
GOGCWS This motivational effect is 
important for the managers and for the 
organization 
Because the curriculum is focused on the 
performance management system, ~t 
provides a strong methodological 
underpinnmg for all project activity 
Without thls traning, the project would 
have cl~fficulty gettlng its message across 
Because of thls tramng, managers m pdot 
efforts and managers selected to be future 
part-trme tramers report the importance of 
usmg performance improvement planmg 
and t h m h g  These slulls are key to 
project performance 

A review of the tranmg curriculum prov~des 
these findngs 

A coherent structure for traning mddle- 
level managers, as presented in the 
curriculum and deslgn, llnks key slulls to 



the goals of the program The curriculum 
design emphasizes three competencies for 
performance management ( p l m g  a PIP, 
designulg an acuon program, and 
momtomg and evaluatmg results) and 
three skdl sets for managmg people 
(cornrnumcatmg, leadmg-delegatmg- 
motivatmg trauzmg, and problem-solvmg) 
The prmary emphasis of the currrculum is 
to enable managers to develop performance 
rmprovement programs and to work with 
staff to acheve performance targets 
The program defmes "empowerment" m a 
particular way, whch varies somewhat 
from most of the management hterature It 
defmes empowerment as receivmg 
delegated authority from above Control 
over staff and resources rests with the 
manager Such delegation allows the 
manager to be accountable to the 
orgarmation to carry out approved work 
programs 
The curriculum structure uses a framework 
to descrrbe what the role of a manager IS 

T h s  framework 1s very much the same that 
an MBA or supervisory tramng course 
would have presented 30 or 40 years ago m 
the Uruted States plan, orgamze, staff, 
lrect,  coorlnate, report, budget 
(POSCORB) 
The curriculum places primary emphasis 
on the manager as the center of activrty 
with responsibility to lead, commurucate, 
and solve problems (plan, rmplement, 
evaluate) 
The tramng design provides a good myr of 
theory, shlls practice, and tramer-led 
lscussions 

Traznzng Impact 

Observable or reported impacts of the traming 
are few The followmg are potential secondary 
mpacts 

The Charman of GOGCWS beheves 
strongly in tramng mddle-level managers 

as a key to bu~ldmg a future organnation 
and reports h g h  satisfaction that the 
trammg is bemg conducted 
The GOGCWS t r w g  manager rs very 
enthusiastic and supportrve, and beheves 
that he and h s  staff wdl soon be able to 
conduct most of the modules withm the 
curriculum withm the next year 
Two graduates who were mterviewed 
reported changmg then managerial 
behamor They could h k  and describe m 
measurable terms behavioral change and its 
impact on rmproved cost effectiveness 
(increased collectrons or cost efficiencies m 
operations) One graduate was a WTP 
manager, the other the service center 
&rector of the pdot effort Both were also 
receivmg ongomg follow-up coachmg and 
dady advice by the project's external 
consultants It was not possible to 
determme to what extent behavioral change 
was due to cGrect coachmg or classroom 
t r m n g  or both Others graduates 
interviewed sad they wanted to make 
changes but required approvals from senior 
staff 

Senzor level Traznzng Needs 

Most semor managers mterviewed reported 
that they felt "left out" of the traning 
excitement gomg on, and they also sad they 
would hke to recerve some of the trammg their 
subordmates are genmg The program 
presented for semor management by Coverdale 
was well received as a stand-alone event Those 
interviewed sad that it was good to receive 
once, but wondered what lund of team 
b u l l n g  would be next Whde the age profile 
mlcates that all senior managers wlll leave the 
orgmzatron wlthin the next three to five 
years, this is also a crrtical tune of institutronal 
change Senior managers' support and 
understandmg for institutronal change will be 
lrnportant over the next three years 



It is a key role of semor management to deal 
with the external environment For 
GOGCWS, its relations with Caro GOSD 
(and other sectoral orgmzations) need serious 
attention Relationshps with other ~ u b h c  
entities, the Governorate, consumer groups, 
the press, and USAID are all important As far 
as the evaluation team was able to determme, 
ths  lmension of the management task is not 
being addressed effectively Either traning 
events, or a combmation of trauvng, coachmg, 
team-buildmg, and focused attention are 
needed for senior-level managers As the 
current group of mddle-level managers move 
Into these ranks, they will also need to be able 
to manage from t h s  perspective, and the 
current traning program does not address 
these issues 

Traznzng Methodology Enhancement 

Instructional Systems Design The tranmg 
approach that has been employed by the 
consultants 1s called institutional systems 
design or ISD T h s  technology is most 
appropriate for desigmng measurable objectives 
for technical trarnrng and is very strong and 
appropriate for mdustnal trming settmgs It is 
very appropriate to use with the performance 
unprovement program used by the project 
However, ISD is h t e d  and has weaknesses 
when applied to hgher-level cognitive and 
Integrative behavioral functions which are 
required for management traning 

Current busmess-related managerial slulls 
and knowledge require attention to integrated 
shll and knowledge sets such as systems 
thinlung, budgetmg and cost analysis, 
planning, vision development, empowerment 
slulls, leadership, and team-buildmg concepts 
These slulls all require a high level of 
Integrated thinlung 

Recommendatzons 

1 Curriculum and methods Broaden the 
methodology and the curriculum for 

management trauvng to mclude stronger 
emphasis on the manager as a 
facilitator/enabler to empower staff, budd 
m s M  sets for fachtative team approaches 
usmg self-dn-ected work groups, team- 
buddmg, use of feedback, and self- 
development 

To accomphsh t h s  recommendation, 
MTSS staff should review the current 
curriculum and consider ways to mtegrate 
it around the role of the manager who can 
enable or empower h s  staff Consider usrng 
a combmation of cogmtive and reasorung 
exercises, such as case stules, with 
situational role-play devices to simulate the 
feelmg and attitudes of the work place 
Review the herature on "the learmng 
orgmzatlonn by Peter Senge et al , and 
incorporate concepts of self development, 
contmuous learnmg, and teamwork 
Refrarmng the core curnculurn Consider 
the current tramng modules in 
performance management as a stand-alone 
course (which they are) and build an 
enhanced traning curriculum for mddle 
managers around the concepts presented 
above 
Refocus the emphasis Revise the 
curriculum structure that now revolves 
around POSCORB This concept of a 
manager was designed for a comrnand-and- 
control structure m industry and the 
mlitary based upon Taylor's "scientific 
thnlung " This model is largely at odds 
with the concepts of empowerment, 
delegation, and the leader as enabler or 
facilitator It also conflicts with 
performance management concepts that 
place responsibihty for results on the team 
rather than the manager 
Follow-up course Develop a follow-up 
md-level renewal program to be conducted 
a year after completion of traning for 
refresher courses and to budd upon the 
prior curriculum Managers interviewed 
inhcated they felt a strong need to learn 
more about business concepts such as 



budgetmg, finance, and cost management 
As more fmanc~al delegation occurs, t h s  
w d  be particularly unportant to 
organnational performance The manager 
as leader and facllrtator of work groups 
(self-Qrected and leader-Qrected) is another 
area of learrwg appropriate to 
collaborative and delegated management 
Follow-up current t r m g  Strengthen the 
transition process that occurs when staff 
leave trammg and return to the job 
Consider settrng up a "buddy system" so 
that participants can receive coachmg 
support from peers Provide a strong 
apphcation plannmg piece for the end of 
the trammg program which specifies those 
acuons that managers mtend to take upon 
return to the job Provide consultant and 
tramer follow-up to each mdlvidual 
Execut~ve management course Develop a 
semor-level execuuve program for the 
hghest level (top 15) staff members Tram 
them in key shll areas parallel with rmddle- 
level managers and techmques for 
managmg the external env~ronment (public 
and consumer affars, cornrnunicatmg wlth 
merest groups and stakeholders), business 
and financ~al management, and senlor-level 
team-work 

Fzndzngs 

A U S -based tramlng program was drafted m 
October 1995 and subnutted to USAID in 
January 1996 The plan mcludes canhdate 
selection criteria, overall rationale, and a hst of 
selected canhdates The first group of four 
semor managers visited the Metropohtan 
Water District of Southern Cahforn~a 
(MWDSC) March 2-12,1996 

The purpose of the study tour was to learn 
about the strategic p l w g  process that 
MWDSC conducts regularly MWDSC is a 
large, suburban bulk water suppl~er for clues 
such as Anahelm, Santa Ana, and Orange 

County It holds few comparable values or 
parallels with GOGCWS The project 
consultants report, however, that a future 
strategic concept for GOGCWS is to 
decentralze, with part of the orgaruzation 
becormng a bulk suppher Therefore, a 
strategic vision of MWDSC would be useful 

As far as could be d e t e m e d ,  the prunary 
counterpart for off-shore tramng was the 
t r w g  manager of GOGCWS and h s  
department It was unclear if techcal  
assistance was prov~ded to tram local staff m 
how to develop or budd capacity for 
"twmnmg" exchanges or other off-shore 
tramng approaches The planrung documents 
were written by the consultants 

Issues 

Twznnzng's Purposes 

The project paper and terms of reference 
require the contractor to support a "twmrwg 
program" that GOGCWS agreed to estabhsh 
in the project agreement The study tour to 
MWDSC is not a twmrwg program, it IS an 
off-shore participant t r m ~ n g  program A 
twmmg relationshp is one m whch staff are 
exchanged for mutual benefit, learnmg, and 
contribution GOGCWS staff and project 
consultants report that they see few incentives 
or reasons for a U S utihty to send staff to 
Caro Developrng a full twmmng relationshp 
IS probably not a current priority of 
GOGCWS, and the evaluators also believe the 
concept to be of margmal value, given the 
range of other areas neelng attention w~thm 
GOGCWS to meet prolect objectives 

Focus for the Future of Offshore Traznzng 

The team believes that the focus on U S -based 
trammg is probably of little value for 
GOGCWS, gwen the opportunity to use 
scarce tramng funds in more productive off- 
shore learmg opportunities GOGCWS has 
very l~ttle in common with a U S ut~llty 



Given the current pnontles, the project's focus 
on settmg up performance-based management, 
and the development of customer-service 
centers, rich learmng opportunltles can be 
found m settmgs where lnstltutlonal 
development has taken place The evaluation 
team suggests that contact be made with 
SANEPAR m Curltlba, Brad (for ~ t s  focus on 
cost effectiveness, performance management, 
and top-notch servlce centers), and the 
National Water Supply and Dramage Board of 
Srl Lanka (for its emphasls on decentrahzation, 
tarlff reform, and strategic planrung) Both of 
these organlzatlons have transformed 
themselves from moribund, inefficrent utihties 
to model organizations m recent years In 
addmon, both organizations work on a 
performance management basis and have wed 
management tranmg as tool for 
transformatlon 

Recommendatzons 

Refocus the external traming effort to 
include study tours of comparable 
organlzatlons ln development settmgs and 
rmnirmze or e l lmate  the focus on U S - 
based traning Ensure that external 
tranmg 1s linked drectly to major 
performance improvement initiatives that 
will affect the financtal viability and 
managerial autonomy of GOGCWS 

2 4 Admlnlstratwe Systems 

2 4 1 Procurement, Purchasrng, and 
Inventory Management 

Fzndzngs 

The MTSS contract imtially included a task for 
purchasing and inventory management and a 
separate procurement account (reserve fund) of 
$15 rmlhon to be used for support of various 
programs, wlth emphasis on "Upgra&ng 
Mamtenance Facdities and Equipment " These 
two tasks were combined Into the program 

objective called "Matellas Management and 
Procurement" ln the mtd start-up work plan 
of June 1993 The evolution of the project 
resulted m the program bemg agam renamed 
and combmed into Network and Stores, whde 
the reserve fund was reduced to $12 d o n  

MTSS has been responsive m developmg 
assoaated support and trammg materials (e g , 
course manuals) and m the estabhshment of a 
pdot stores mventory program which 1s just 
now bemg unplemented m selected areas A 
performance lnlcator was developed to track 
the codmg of mventory ltems and targeted 
16,450 ltems to be coded by June 30,1996 As 
about 150,000 Items are in the stores, t h s  effort 
has just started Many of the ltems are surplus 
or unusable and should not be inventorled 
Computerization has been extended to 12 store 
warehouses, the phase I program The 
Inventory and codmg are done by spreadsheet 
and then transferred to computers Smce 
computerlzatlon is just begmnning, the system 1s 
still bemg done manually 

As of this writmg, the procurement efforts 
are well underway with a cumulative value of 
about $9 5 d l l o n  comnutted from the reserve 
fund Very little of the supplles and equipment 
has been received, however Much of this 
procurement is dedxated to the networks for 
operations and mamtenance support Since 
most of the procurement 1s in the early stages 
of the approval and tendermg processes, 
another year may pass before its arrival 

Issues 

A key issue that needs to be resolved is how to 
base procurement on a performance-based 
system and still mmtam a tlmely delivery For 
example, certam benchmarks or standards must 
be met consecutively before the procurement 
process 1s mltrated, and the procurement 
process may take up to a year Much 
momentum and value to the project can be 
lost 

Secondly, completion of the stores 
inventory and conversion to a computerized 



system appear overwhelrmng If many of the 
stores are stagnant or have httle future need, 
possibly they should be ignored or deferred, 
leavmg a core group of critical items for the 
mtial mventory 

Recommendatzons 

For the balance of the procurement from 
the reserve account, a fast-trackmg 
approach should be considered Procure- 
ment and performance requirement 

actlviues should run parallel so that fmal 
dehvery can be acheved rapidly 
Consider ldentlfymg a core set of store 
items as a rmnlmum necessary for an 
effective operatmg system and encourage 
drsposal of stagnant and surplus materials 
Computerlzatlon of all stores and 
warehouses should be a hgh  priority 

2 4 2 Management Informatron and 
Computerrzat~on 

Ft ndzngs 

The project scope of work included a task for 
management mformation and 
computerization MTSS and GOGCWS have 
developed an inltial management information 
system, but computerization of GOGCWS, 
other than on a hmted basis, has yet to be 
accomplished 

The Performance Management Office 
PMO) was estabhshed m December 1995 with 
a staff of five, most of whom hold two 
positions Their primary activity is to track the 
17 Performance Inlcators (PI'S) developed 
under the project's Performance Improvement 
Program (PIP) This umt successfully 
completed rts first report m March 1996 
without the assistance of the MTSS team, 
producing both Arabic and English versions of 
the report These are used by senlor managers 
and the Charman to monitor the 17 areas 
mcluded in the PIS Most of the mdxators 
relate to financial viability and revenue 

collection For the short penod that t h s  
program has been operatmg, the results are 
mpressive and appear to be taken very 
seriously by managers and the Charman An 
mtial tranche of 18 computers was purchased 
for t h s  activity and assigned to the 17 PIP 
managers and the PMO 

As mentioned above, computemation of 
GOGCWS, m general, has not proceeded very 
far Only a few umts, such as t r m g  and 
selected stores mventory umts, have received 
computers However, the GOGCWS appetlte 
has been whetted, and the most frequent 
comment made to the evaluation team was, 
"We need computers " The MTSS approach 
has been to assure that capacity and need were 
fully estabhshed and that use of computers 
would be beneficial Although t h s  step has 
been done through the computerlzatlon 
program, computers are not expected to arrive 
untd early 1997 due to USAID procurement 
approvals and processes 

Issues 

The success of the performance improvement 
program needs to be expanded by creatlon of 
addmonal performance mchcators Further, 
results of the pilot stules, whch could provide 
valuable information to senior managers, are 
not bemg reported by the PMO In general, 
the performance management report is bemg 
used as a tool by the senior managers 
Broadenmg its drstribution to lower, mddle, 
and first-lme managers mght have merit 

The PMO staff are mostly part-tuners who 
hold other positions m GOGCWS If the 
PMO is to be effectwe, ~ t s  staff needs to be 
assigned on a permanent basis 

The very gradual approach to computer 
procurement may have been beneficial in 
generating interest and assurmg maxrmum use 
However, computers are needed now, but they 
will not be avadable for possibly up to a year 
A more serious issue IS that GOGCWS does 
not have an Internal computer management 
system adequate to manage a network The 



procurement package calls for lmnkmg 
computer t rmmg and service for a hmted 
period A long-term plan is required to support 
GOGCWS, t h s  support contract should be 
with a pnvate-sector firm 

Recommendatzons 

Budd on the success of the PIP approach by 
mcreasmg and expandmg performance 
mdcators, includmg the pdot programs, 
and broadening the circulation of the 
reports 
Assign permanent positions for PMO staff 
Review the computer procurement plan to 
find seek alternative ways to expecfite 
delivery 
Establish a plan for obtaning a computer 
service/support contract on a long-term 
basis, funded by GOGCWS 

2 4 3 Budgettng 

Fzndzngs 

A key tool for financial viability is an accurate 
and efficient budgeting system Currently 
budgets are prepared annually, with the 
GOGCWS subrmtting its budget to the 
Ministry of Finance for review, revisions, and 
approval about rmd-January The system 
generally is based on last year's program, 
ignormg upcomng rehabilitation and repair 
needs, whde salaries are based on an over- 
staffed orgmzation Operating units do not 
play an active role in budget development 
other than to subrmt their list of needs, which 
they know will be arbitrarily reduced At this 
tune, GOGCWS does not have a budget 
system in place to adequately serve the 
organization in an autonomous role or as an 
mdependent business 

An important "grass roots" step has been 
initiated by the project with the establishment 

of cost accountmg centers at Embaba and 
Roda, whch wd provide a basis for budgetmg 
at these two facdities 

Recommendatzons 

MTSS should assist GOGCWS ln 
developmg a sound budget process as part 
of the fmancial viabhty strategy 

2 4.4 Personnel 

Fzndzngs 

Surplus manpower contmues to be a major 
operatmg cost as well as an a b s t r a t i v e  
burden Because of its political sensitivity, steps 
to address or lessen the ~roblem under the 
project have been deferred The project is, 
however, using the HCSC as a model site to 
analyze manpower needs and to estabhsh 
personnel systems 

Issues 

Full financial viability cannot be reached untd 
the manpower issue is addressed The pressure 
to create jobs in Egypt will continue 
However, if GOGCWS is to become an 
autonomous and financially viable 
orgaruzation, it must be able to  account for 
redundant labor and to seek reunbursement 
through a tramng subsidy or general subsidy 
rather than to pass the costs onto the 
consumers 

Recornmendatzons 

The MTSS team needs to contmue to focus 
on developing an acceptable plan to resolve 
the manpower issue so that GOGCWS can 
achieve fmancial viability 



2.5 Operat~ons and Maintenance 
System Development 

2.5 1 Background 

Key tasks m the mtial contract and work plan 
for O&M mcluded the "Water Waste 
Reduction Program" and "Mamtenance 
Fachties and Equipment " (A thlrd, related 
task was estabhshmg a Central Laboratory 
T h s  task was later reassigned to the faches  
construction manager, CH2MHd, and 
therefore is not evaluated as a pan of the MTSS 
Project ) The evolution of the project, 
b e g m g  as early as the start-up workshop, 
has de-emphasized the "hardware programs" 
such as the Mamtenance F a c h e s  and 
Equpment task However, the Water Waste 
Reduction Program has remamed a critical 
element of the MTSS team's reformulated 
"Techcal Support for Operation and 
Mamtenance" or TSOM program For the 
purpose of t h s  evaluation, two areas are 
cLscussed (a) Cost Reduction m O&M Pdot 
Efforts and (b) Water Waste Reduction 
Program 

2 5.2 Cost Reduction rn O~TM Pllot 
Efforts 

Fzndzngs 

The most important work done under the 
pilot studles is refinement of the use of alum 
and chlome, rather than using general and 
loose gudelmes Work at Roda mdxated that 
up to 25% could be saved in the costs of these 
two chemcals T h s  is a considerable savmgs, 
as about one-fourth of the cost for water 
treatment 1s for chemcals, w ~ t h  the balance 
representmg power and labor 

Another activity leadmg to savings 1s the 
"empowered WTP Manager" w ~ t h  full 
responslbllity for all activities at h s  
waterworks site Savings here result from 
unproved management practices In addmon, 

the pllot plants at Embaba and Mostorod have 
estabhshed a computerrzed mamtenance 
management program, whch wdl reduce losses 
from breakdowns and emergencies 

The financial boon of s e h g  surplus and scrap 
matenals is also Important and needs contmued 
support from the MTSS as only the tip of the 
scrap heap has been touched T h s  activity 1s 
system-wide rather than an element of the pdot 
projects, however, it does impact on the pdot 
stores whch are bemg computer~ed Such 
sales wdl greatly Improve the stores 
warehousmg by makmg space avadable, 
Improving efficiency, and returmng funds to 
the GOGCWS Durmg the project, the value 
of scrap sold has been LE 1,232,336, wlth an 
adcLtional LE 2 5 mlhon earned by the end of 
the fiscal year Prior to the project, the sale of 
scrap and surplus mater~als was nd 

Issues 

P~lot activities represent only a small portion 
of the GOGCWS orgmzation, they are 
worlung under the direction of its best 
managers The MTSS team, however, u 
devo tq  much of its resources to the pdot 
efforts Whde progress has been excellent to 
date, long-term success of the pilot projects wdl 
require mentomg for at least the next two 
years To be mstltutionalized, they must be 
expanded and replicated throughout 
GOGCWS Thls is a long-term effort that w d  
require strong support from MTSS as well as 
from the Charman and senior management of 
GOGCWS The pdot projects' progress to date 
has been excellent and has unpressed key 
managers However, nurturing and mentormg 
must contmue for several years if their 
beneficial experiences are to be successfully 
Implemented systemw~de 

MTSS has identified other key cost-saving 
areas that have not yet been incorporated mto 
the overall system or a pdot project For 
example, power is the hghest cost element in 
the treatment process Because of the heavy use 



of electric motors, a poor power factor results, 
whch m turn results m a penalty assessed by 
the electnc authorrty Corrective equpment 
has been estimated to have a payback period of 
less than two years Other studles should be 
undertaken to determme measures to reduce 
electricity consumption throughout 
GOGCWS Initiatmg such changes is 
complicated by the fact that GOGCWS does 
not generally pay its electric b 4 ,  so the 
Incentive to spend any funds to reduce 
electrical consumption is mnmal  Untd the 
payment of government accounts between 
agencies is rectified, t h s  problem wdl contlnue 
to exist 

The third category with a major impact on 
the cost of water is labor GOGCWS considers 
ths  an untouchable area GOGCWS often 
takes on unneeded workers at the request of 
key political figures durlng the tune when they 
have full authority under their charter to 
control staffing levels and slulls Generally the 
new hires are low-slulled and low-pad and may 
not imtially have much of an impact on overall 
costs However, once in the system, they 
usually have life-tune employments MTSS has 
initiated manpower stules but has not yet 
addressed this as a cost savmg area 

Network operations and mamtenance 
practices are reported to be simple and often 
Increase the potential for leakage rather than 
reduce it For example, connections are often 
hammer-and-chisel operations, and cheap 
materials are used that soon rust out-both 
factors which lead to major leakage problems 
MTSS studles have looked into these problems, 
and traning courses address the issues Change 
is reported to be slow, however 

Alternative pipe systems such as PVC and 
PE, should be considered for improved 
durability, lower cost, and reduced friction 
loss Generally such systems are more efficient 
and less costly The pipe requires speclal 
handhng, whlch can be taught to GOGCWS 
workers 

Recommendatzons 

MTSS and GOGCWS should develop a 
~ l a n  to mplement the chemcal reduction 
program throughout all GOGCWS water 
treatment plants and ~rovide techcal  
support and momtormg as needed 
MTSS and GOGCWS should mcorporate 
potential electrical savings rnto the pdot 
program and develop appropriate 
performance mdlcators to momtor 
improvements and consider the project's 
provisional account for procuring 
equpment as a source for needed 
corrections and improvements 
Any extension of the MTSS project should 
include a plan to reduce network losses by 
at least 50%, posslbly starting on a pdot 
basis 
MTSS and GOGCSW should mcorporate 
manpower needs/analyses Into the pllot 
program 

2 5 3 Water Waste Reductron 

Fzndzngs 

The Project Paper highlighted water wastage as 
a key element of the mstltutional support 
program, with an emphasls on techmcal 
assistance to the GOGCWS and a pubhc 
awareness program The drivmg force behind 
t h s  component relates to the cost of water As 
wastage, on average, equals the amount 
consumed, the average consumer pays for 
twice the amount of water he or she uses For 
those who do not pay, such as most 
government offices, the cost is borne by 
GOGCWS Major improvements in this area 
would have substant~al unpact on the cost of 
water for most consumers and, more 
importantly, based on current collection rates, 
result in major savmgs to GOGCWS MTSS 
recently ~mtiated work on thls component, 
plclung up on earlier studes done by James M 
Montgomery for the Cau-o Water I Project, 
but has not proceeded past the draft report 



stages or formulated a plan of action at t h s  
tune 

Issues 

The major issue m wastage reduction is the 
cost of water Inadequate tar& lead to waste as 
has been the case m Caro The revised tariff 
structure for the next five years is not expected 
to substantially address the waste issue Thus, 
other innovative approaches must be found 
The draft MTSS reports are addressmg these 
issues A pubhc relauons component is 
beheved to be critical, whether through MTSS 
resources or through the National C o m m u t y  
Water Conservation Project (NCWCP) 

The issue of government buillngs 1s most 
cntical to GOGCWS financial viabhty as the 
collecuon rate averages about 12% If full 
collections were possible at the current tariff 
rate of LE 0 30 the GOGCWS would st111 
substantially support the government agencies 
as costs of production and water are about LE 
0 45 Government uses about 18% of all water 
consumed 

Most leakage on the consumer side of the 
meter is due to poor plurnbmg, especially leaky 
tollets Improved plumbrng slulls and better 
control valves are critical issues m resolving 
ths  problem 

Recommendatzons 

Work on the water wastage program 
should be emphasized, as required by the 
contract and Project Paper 
A performance indcator should be 
developed and a GOGCWS manager 
assigned to 
implement the program 

2.6 Strategrc Plannlng for 
Decentralrzat~on 

2 6 1 Background 

As a general proposition for large 
organizations, centrahzed decision-mhg m 
all unportant matters creates mefficrencies, lack 
of accountabhy, and low performance by 
managers below the very top ranks To 
develop an overall strategy to promote 
decentrahzation, accompanied by appropriate 
delegation of authority, a strategic plan is 
essential An mtegral goal for the MTSS project 
1s developmg a capabhty m GOGCWS for 
strategic p l m g  to address the problems of 
urban expansion and the continurng needs for 
transformation and modermzatlon of the 
utility itself The project goal is for GOGCWS 
to be an autonomous and financially viable 
util~ty In order to achieve ths, ~t needs the 
capacity to conduct its own long-range and 
strategic planrung, and it needs to decentralize 

2 6 2 Strategic Plannrng 

Fzndzngs 

Attempts to do strategic plannrng by the MTSS 
consultant team were made durmg the perlod 
of tune when receptivity to strategic initiatives 
was low Data-gathering and studes were made 
to verify housmg and population data, 
household income and demography At the 
present tune, GOGCWS does not have a clear 
prcture of the future demand for its services 
MTSS consultants and GOGCWS senior 
leadership have discussed the potential for the 
orgarmation to become a bulk water supplier, 
with several cost centers dehvermg services to 
urban zones that could eventually become 
water &stribution companies The pllot effort 
to estabhsh a model customer servrce center is 
a strategic mitiatwe (although it is referred to as 
a performance mprovement project) that may 
demonstrate the potential for cost center 



operations and lead to a strategy for 
decentrhation 

To date, the responsibllrty for 
strategc/corporate planmng has not been 
specifically assigned or located wlthm the 
managerial structure of GOGCWS 

Issues 

The needfor a home for the strategzc plannzng 
functzon 

Strategrc planrung is currently contaned 
withln the collective or mdmdual 
responslbhties of senlor managers and the 
Charman, who all have a number of dutles 
The recent formation of an office reporting to 
the Charman that tracks and reports key 

data (the Performance 
Management Office) provldes a good beginning 
for management mformation and should 
provlde a basls for malung executive-level 
decisions m a number of areas One task of a 
corporate planrung function 1s to track key 
management mformatlon, analyze and 
Interpret n, and help senlor management use it 
to make strategic decisions These 1s a strong 
need to develop a PMO staff group to support 
corporate and strateglc planning with 
GOGCWS 

Efforts of the MTSS consultant to conduct 
strateglc stuhes ln the absence of counterparts 
may have been a waste of resources Currently, 
strategic advlce 1s made available to the 
Charman through the team leader, but no real 
counterparts exist apart from the Charman 
and the project steering comrmttee (which 
consists of all the senior staff) 

Changzng the plannzng culture/paradzgm for 
GOGCWS 

The concept of "plannlngn within GOGCWS 
has tradmonally meant "technical planning " 
The MTSS consultant team needs to help 
senior managers think of GOGCWS as a 
financial/busmess entlty which undertakes 

certam technical functions and provldes 
services to consumers Introductory t r m g  
around developmg a vlsion for GOGCWS as a 
modern uthty w d  provide a framework for 
strateglc thmkmg Providmg a semor-level 
exerclse m strategic thrnkmg leadmg up to a 
long-range vlsion for the authority would be of 
great benefit to GOGCWS 

The needfor a decentralzzatzon and 
delegatzon plan 

Currently, there are no ~ l a n s  for how to 
manage decentrallzation, targets for 
decentrahzation, and delegation of authority 
Ideas are floated and Iscussed, but a strategic 
lnitiatlve needs to be developed The strategy 
for movlng from pdot projects to full 
mstltutlonahzatlon has not been developed 
Issues such as these are strateglc and deserve the 
benefit of optlons analysls and strateglc 
plannmg 

Recommendatzons 

Develop a corporate and strateglc plannmg 
function wlthin GOGCWS Incorporate 
the Performance Management Office Into 
thls function Charge thls office wlth 
assistmg in managmg the annual budgeting 
process, developing annual operational 
plans, and developing a long-range strateglc 
plan that is per~olcally updated 
Develop a plan for decentralization 
Conduct a "strategic thmlung" exerclse 
wlth senlor staff that results ln a defined, 
collaboratively developed, strategic vision 
for GOGCWS Follow up the exerclse 
w ~ t h  staff work that wdl prov~de the 
outlines of strategic initlatlves that can be 
translated into performance improvement 
programs 
Develop a plan for delegation of authority 
consistent wlth decentrallzation 



3 Summary of Recommendations and 
Conclusions 

3.1 Recommendat~ons Summary 

The followmg sections summame the 
lndLvidual recommendations presented in 
Chapter 2 For more dLscusslon and 
suggestions on ways to mplement many of 
these recommendatlons, refer to the fmdmgs, 
Issues, and recommendations sectlons 
presented m Chapter 2 

3.1 1 Project Strategy 

Performance Improvement Contmue the 
successful lrnplementatlon of the 
performance improvement program 
approach, r t  IS key to the change model 
Contmue to requlre that all project 
mtlatives have a PIP designed 
Counterparts Continue to work In 
counterpart relationships and ensure that 
counterparts are m place for all prlot 
efforts Strengthen the relat~onshp of 
project consultants to semor managers and 
asslgn counterpart parings at Vice- 
Charman and department-head levels to 
correspond to project mrtiatlves for systems 
development 
Pdot efforts Begm service center prlots In 
at least two other locat~ons w r t h  the next 
SIX months, followed by two addmonal 
ones wnhn a year 
Management strengthenmg Contmue to 
develop a core group of key managers 
through enhanced management tramng 
programs (see tranrng below) 
Re-engmeer adrmnistratrve systems 
Strengthen top-level managerial support for 
systems re-engmeenng of major vertrcal 

admmstrauve systems (budgetmg and 
finance, personnel, procurement, 
mcentlves, and strategic plannmg) and 
develop and mplement programs for thelr 
redeslgn 

The major goals of decentrakzatlon, 
managerlal autonomy, and fmanclal 
vrabrhty wd not be met w~thout core 
a h s t r a t w e  systems that allow 
decentraked and delegated operations for 
customer servlce centers and water 
treatment plants 
Executive management Prov~de ongorng, 
semor-level management consultmg and 
coachmg for semor staff and mvolve them 
m an executrve management development 
program on change pmclples and 
supportrve business management concepts 

All partles should accept the new tarrff 
plan, when mplemented, as a major step 
forward Rev~ew meetmgs should be held at 
least annually to make adjustments as 
needed These meetmgs should lnclude 
representatrves of USAID, GOGCWS, 
GOSD, the Institutional Support 
Contractors, the Governor, and local 
councd representatlves 
Any future USAID expencltures for the 
Caro water and wastewater systems should 
mclude the foregoing concltions, m 
addrtion to a plan for mplementrng cost 
accountmg and cost-savmg measures 



Fznanczal Polzcy and Plannzng 

The pdot cost center concept should be 
expanded to all separable w t s  as rapidly as 
MTSS and GOGCWS can effectively 
undertake t h s  activity A cost center 
should be set up for Mostorod 
lmmelately Water costs per cubic meter 
should be worked out for the Helwan 
Customer Service Center 
A senior development and support 
program for busmess accountmg and 
budgetmg should be developed for the Vice 
Charman of Finance for Budgetmg and 
Accounting 

Operatzonal Cost Savzngs 

Reducmg operational costs is critical if the 
uthty is to become financially viable This 
area of improvement is as mportant as 
tariff rates and collections and should 
receive equal emphasis 
In the upcomng work plan revuion, MTSS 
should expand cost-saving activities to 
mclude all units It should also formulate a 
system to mstitutionahze such work 
through a mentoring and monitoring 
program 
GOGCWS should develop addmonal 
performance inlcators under the PIP to 
encourage the contmuance and expansion 
of operational savings 

3 1 3 Tralnrng and Manpower 
Development 

Traznzng Systems Development 

Sustamability Continue to strengthen and 
develop the traming systems and complete 
the traning PIP 
Sustamabdity Develop a master tramer 
program to ensure sustamabihty of gans m 
the traning department 
Methodology enhancement Expand the 
current performance model to include 

unpact mappmg prior to t r m g  and post- 
tramng follow-up Use t h s  methodology 
to set trauung priorities Involve the hgh 
tramng comrmttee m mpact mapping 
exercises M o w  the t r m g  needs 
assessment and the PIP model to Include 
analysis of busmess practices and impact of 
change efforts 

Management Development 

Curriculum and methods Broaden the 
methodology and curriculum for 
management trammg to mclude stronger 
emphasis on the manager as a fachator/ 
enabler to empower staff, bulld m slull sets 
for fachative team approaches usmg self- 
lrected work groups, team-buldmg, use of 
feedback, and self-development 
Refrarmng the core curriculum Consider 
the current group of t r m g  modules for 
mddle managers as a stand-alone course in 

"performance management" (which it 
almost is), buld an enhanced management 
traning curriculum around the concepts 
presented above 
Refocusmg the emphasis Slvft the 
emphasis of the curriculum, whch now 
revolves around the old-he command-and- 
control-type functions of a manager 
(POSCORB), to an updated approach with 
the manager as a work group leader and 
facilitator for staff empowerment 
Follow-up course Develop a follow-up 
renewal program for nud-level managers to 
return to trrumng a year later to refresh and 
b d d  on the curriculum 
Follow-up support for trammg Strengthen 
the re-entry and t r u n g  application 
process after staff members leave the 
courses and return to their jobs 
Executive management course Develop a 
program for the senior staff (the top 15) 
that will tram them, parallel with nuddle- 
level managers, m key management skdl 
areas and also in techniques for dealmg 
with the external environment (pubhc and 



consumer affars, commufllcatmg with 
mterest groups and stakeholders), busmess 
and fmancial management, and semor-level 
team work 

Estabhsh a plan for obtammg a computer 
service/support contract on a long-term 
basis, usmg GOGCWS funds 

Budgetzng 
U S  -Based Traznzng 

Refocus the external trammg program to 
mclude study tours of comparable 
orgarmations in development settmgs, 
rrrrmrmze or e h a t e  U S -based t r w g  
Structure the external trarnrng program so 
that it is h k e d  cLrectly to major 
performance improvement mtiatives 
supportmg the fmancial viabhty and 
managerial autonomy of GOGCWS 

3 1 4 Admrnrstratrve Systems 

MTSS should put emphasis on the budget 
process (and budget development) as part of 
the fmancial v~abhty  strategy The 
GOGCWS should be moving toward a 
uthty-based budgetmg system 

Personnel 

The MTSS team needs to contlnue its work 
on the manpower issue Developmg an 
acceptable plan to resolve the problem of 
overstaffmg is essential if GOGCWS 1s to 
acheve financial viabdity 

Procurement 
3 1 5 Operations and Marntenance 

For the balance of the procurement from 
the reserve account, a fast-trackmg 
approach should be considered whereby 
procurement and performance requirement 
activities run parallel with the ability to 
move the fmal delivery step forward 
rapidly 
Consider identifying a mnunum core of 
store items for an effective operatmg 
system, encourage d~sposal of stagnant and 
surplus materials 
Computerization of all stores and 
warehouses should be a h g h  priority 

Management Informatzon Systems 

Bmld on the success of the performance 
mprovement program by mcreasmg and 
expandmg performance mhcators Broaden 
the PIS for the pilot programs and 
circulauon and use of MIS reports 
Assign permanent full-time positions for 
the Performance Management Office staff 
Review the computer procurement plan to 
look for ways to expedte dehvery 

Cost Reductzon zn O&M Pzlot Efforts 

MTSS and GOGCWS should develop a 
plan to implement the chemcal reduction 
program throughout all GOGCWS water 
treatment plants MTSS should provide 
techntcal support and monitomg as 
needed 
MTSS and GOGCWS should mcorporate 
potential electrical savings into the pdot 
program and develop appropriate 
performance mdcators to monitor 
mprovements and consider the provisional 
account as a source for needed corrections 
and mprovements 

B Any extension of the MTSS Project should 
mclude a plan to reduce network water 
losses by at least 50%, possibly startmg on a 
pdot basis 
MTSS and GOGCWS should mcorporate 
manpower needs/analyses into the pdot 
program 



Water Waste Reductzon 

Work on the water wastage program 
should be emphaslzed to give n the focus 
required m the contract and Project Paper 
Performance mhcators should be 
developed and a GOGCWS manager 
assigned to Implement the program 

3 1 6 Strategrc Plannmg for 
Decentralrzat~on 

Develop a corporate and strategic plannmg 
functron wlthn GOGCWS Incorporate 
the Performance Management Office into 
t h s  function Charge the PMO with 
asslstrng m managlng the annual budgeting 
process and developing annual operational 
plans and a long-range strateglc plan 
Develop a plan for decentrallzatlon 
Conduct a "strategic thmlung" exercise 
with senior staff that results m a defined, 
collaboratively developed, strateglc vislon 
for GOGCWS Follow up the exercise 
wlth staff work to develop an outlme of 
strateglc imtiatives that can be translated 
into performance unprovement projects 
Develop a plan for delegation of authorlty 
consistent with decentrallzatlon 

3 2 1 Performance to Date 

Overall performance of t h s  project to date is 
rated "far" in some areas and "improving-to- 
good" or "very good" in others The greatest 
strides have been made during the past year as 
the project has now gamed respect and 
momentum w~thm GOGCWS Much of this 
can be crelted to the new Chairman, who has 
been very supportive Recent successful events 
include the start-up of very effective pdot 
projects, an excellent tranmg program, and an 
operational Performance Management Office 
The MTSS team shares credt for these 

accomphshrnents Although, m general, goals 
and objectives were not met durmg the first 
two years of the project, r t  was a perlod of 
developmg trust and understandmg between 
GOGCWS staff and the MTSS team Bddmg 
a workmg relationshp was a necessary step for 
the successful efforts now underway to begm 
to take shape Much more now needs to be 
done, as the re-engmeermg of GOGCWS has 
just begun T h s  wmdow of opportunity is 
expected to continue for at least the next three 
years, the tenure of the current Charman 

The evaluation team notes that even 
though recent accomphshments have been 
rmpressive, much remlns to be done The 
lofty vlslon of the Project Paper wdl not be 
reachable durrng the remammg year of the 
project, nor wlll sustamable systems and 
programs specified m the BVI contract 
However, BVI could probably leave behind the 
requred documents and reports necessary to 
meet their contractual requrements (Many of 
these documents are llkely to be relegated to 
the shelves, as have many past stuhes under 
institutional support programs ) For most 
rnstltutional support efforts, a mnimum of 
three years of external techmcal assistance is 
required to further the chances of 
sustamability Manpower systems and f~nanclal 
systems take even longer to put Into practlce 
on a permanent footing 

The tariff issue has been a contentious 
problem for all partres, with USAID r~ghtfull~ 
clarming that the Egyptians have once agam 
faded to meet legal agreements, whde 
GOGCWS and MTSS feel they have been 
asslgned the responslbillty to rectify a 
conltion that IS not under their control 
GOGCWS interests and MTSS fully believe 
that the recent plan accepted by the Governor 
will be fully Implemented wlthrn the next 
month or two The plan prov~des for a 28% 
annual lncrease for five years for water, and an 
lncrease to 50% for the wastewater surcharge 
This plan has to be ratlfied by a local councll, 
which has the authorlty to make changes T h s  
potential threat requlres close USAID 



monltormg If the plan IS accepted, all parties 
mvolved should clam vlctory and move on to 
the next steps of contmumg to lmprove the 
water and wastewater udtles m Cxro 
Without further development of each, 
especially regardrng operauons and 
mamtenance practices, the Impact of the $1 2 
bdhon USAID has mvested w d  be less than ~ t s  
mended potential and of shortened duratlon 

3 2 2 Contractor Performance 

The BVI team is hghly professional and 
delcated to brmgmg about the requred 
changes to make GOGCWS a fmancially 
viable utlllty BVI's first two years ln t h s  
contract were spent p rmady  conductmg 
baselme stules, developmg tools for project 
support, and desigmg systems The team also 
estabhshed a worlung relationshp of trust with 
the GOGCWS senlor management 
Acceptance of outside consultants as mternal 
GOGCWS re-englneemg agents was not easy 
The contractor staff met with much resistance 

untd the appomtment of the current 
Chauman As of this wrltmg, GOGCWS and 
MTSS are workmg as a coheslve team To gam 
ths  confidence and trust, MTSS, however, has 
taken on some of the trats of ~ t s  host, such as 
an au of mdependence and reluctance to 
cooperate with outsiders For example, there is 
a general perception by both GOSD and 
USAID that the MTSS team could be more 
supportive of common sectoral interests, 
especially related to tariff Issues Stronger 
USAID mterventlon would be helpful 

Performance as measured m the last few 
months has been exceptional Due to slow 
progress m the lnrtlal two years, however, 
much ground needs to be covered by the 
project completlon date The project goals of 
revenue enhancement, cost reduction, and 
orgamzational strengthenmg do not have 
quantitative measures As such, the evaluation 
team feels that even though much success could 
be c l u e d  in meeting these goals by the end of 
the project (December 3 1, 1997), much more 

effort w d  be requred to assure sustamabhty 
As regards the nme tasks ldentlfied m the BVI 
contract, some level of work 1s bemg done m 
each except for the central laboratory task, 
whch has been completed by others Many of 
the tasks have evolved m scope or have been 
rev~sed These variations began as early as the 
m t d  start-up workshop, held m May 1993 
The record IS untldy, and the BVI contract 
may need to be amended to reflect the current 
lrection of the project 

The learmng curve has been a long one, 
whch has been telous for the consulting 
team As of June 1996, the GOGCWS/MTSS 
relationshp is strong and workmg well 
However, the project w d  need at least another 
three years of mtenslve effort from the 
contractor to meet its goals An annual review 
of the project by USAID is needed, conducted 
erther by USAID staff cLrectly or with 
consultmg assistance Includmg a workshop m 
the revlew process would be beneficial Project 
strategy, operatlonal cost reduction (especrally 
network and wastage losses), finance and 
budgetmg, and integration of the pilot 
programs are areas whch should be exarmned 
m the annual revlew 

3 2 3 Project Strategy to Transform 
GOGCWS 

The performance rmprovement methodology 
discussed in the findmgs 1s b e g m g  to gam 
sufficient momentum to create sustamable 
change T h s  approach wdl need to be 
supported and contmued at least to the planned 
project completlon date, and perhaps beyond 
The program IS a very powerful tool It 
requires GOGCWS staff to declde what they 
need to change, to thnk  it through, and then 
to assign performance measures Through this 
methodology, most of the semor staff wrll gan 
experrence in reviewmg achievement of 
performance mlcators regularly at steermg 
cornrmttee meetmgs If a manager IS able to 
have a PIP approved for a major actlvlty, he 
will also receive the rewards of vrabhty and 



the support of the project There are a lot of 
mcentives mherent in the model 

Thls methodology, whch frames all pllot 
efforts and trammg activities, 1s also supported 
by the cornmodmes program Developmg a 

performance mprovement program is almost 
identical to developmg a "results package," m 
re-engineering language It mtegrates the 
project and provides a framework for 
measurmg results 
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Management and Operations 
Finance and Accountmg 
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Procurement 
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Cost Accountmg 
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Project Implementation Un. t  

Magdy M Morgan Head of PIU 
Hafez Abouel Fettouh Frnancial Member 
Mokhtar El Moaz Lawyer and Legal Member 
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Adel El Towelry 
Baha Shenouda 
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Yousef El Garnat 
Mohamed Abdetzaher 
Ahmed Soliman 
M Abou Khalaf 
Taher Yousef 
Mohamed Akl 
Galal Hesmat 
Gamal Abdel M o m  
Roda Mohamed Ryad 
Hesham Moharned 

Charman 
Vice Charman Technical Affars 
V~ce Charman Fmance & A b s t r a t i v e  Affars 
Director Water Works 
Dlrector Water Works Service 
Plant Manager Embaba 
Director of T r m g  
Manager Helwan Customer Serv~ce Center 
Plant Manager Roda 
Plant Manager Mosotrod 
Performance Management Office 
Performance Management Office 
Performance Management Office 



Fred Guymont 
Alvm Neuman 
Peter Argo 
Mohamed El Alfy 

Associate Director Development Resources 
Office Dlrector Urban Admuustratlon Development (UAD) 
Institutional Support Div~sion Director, UAD 
Project Officer, UAD 
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REPORT REFERENCES 

"Caro Water Supply II Project Start-up Workshop For the MTSS Contractn 
Mena House Hotel, Cau-o May 9-1 1, 1993 
WASH Field Report No 406 
July 1993 

MTSS "Annual Progress Report Number 1" 
1 July 1993 to 30 June 1994 
Black and Veatch International 
20 July 1994 

MTSS "Annual Progress Report Number 2" 
1 July 1994 to 30 June 1995 
Black and Veach International 
20 July 1995 

"MTSS Rev~sed Workplan 1" 
Black and Veatch International 
20 July 1994 

MTSS "Annual Progress Report Number 2" 
1 July 1994 to 30 June 1955 
Black and Veatch International 
20 July 1995 

MTSS "Quarterly Progress Report Number 10" 
1 October 1995 to 31 December 1995 
Black and Veatch International 
10 January 1996 

MTSS "Quarterly Progress Report Number 11" 
1 January 1996 to 31 March 1996 
Black and Veatch International 
10 April 1996 

"Evaluatlon of the Institutional Support Contract for Caro General Organrzation for Sanrtary 
Dramage" 
EHP Actlv1t-y Report No 14 
September 1995 

GOGCWS "Water Service Revenue Requirements" 
James M Montgomery 
December 1987 



Caro Water Supply 11 (263-0193) Project Paper 
U S Agency for International Development 
25 September 1988 

Project Grant Agreement between the Arab Repubhc of Egypt and the Umted States of 
America for Caro Water Supply I1 
30 September 1988 

First Amendment to Grant Agreement between the Arab Republrc of Egypt and the Umted 
States of America for Caro Water Supply I1 
24 September 1991 

MTSS "Financial Report - Commercial Systems Report" 
Black and Veatch International 
30 June 1995 

MTSS "Technical Report - GOGCWS Inventory Management Structure and Procedures" 
Black and Veatch International 
31 March 1994 

MTSS "USAID Handbook 11 Process for GOGCWS Procurements, Volume 1 - Report" 
Black and Veatch International 
June 1995 

MTSS "Techn~cal Support and Operation and Mamtenance - Baseline Data Report" 
Black and Veatch International 
6 December 1994 

MTSS "GOGCWS Policies" 
Black and Veatch International 
6 December 1994 

ccPerforman~e Monaoring Report" 
GOGCWS 
1 July 1995 - 29 February 1996 

MTSS "Reduction of Water Wastage in Government Customer Accounts" 
Black and Veatch International 
March 1966 (draft) 

MTSS "Water Conservation Work Plan and Water Demand Overwew'' 
Black and Veatch International 
January 1996 

MTSS Project Bnefing - Alternatwe Revenues and Tariffs 
Black and Veatch International 
May 1996 



MTSS "Waterworks - Performance Improvement Programn 
Black and Veatch Internatlonal 
12 March 1995 

Decree No 1638/1968, as amended by M D No 455/1974 
Estabhshmg the General Authority for Greater Caro Water Uthty 
By the President of the Umted Arab Repubhc 

MTSS uMicrocomputers for Management" - Concept Paper 
Black and Veatch International 
October 1993 

Empowered Manager Core Curriculum 
MTSS, BVI 

"Draftn Master T r u g  Plan 1996/97- 
GOGCWS 

Tramng Needs Analysls memo 
Titus-Austm, February 1995 

T r m g  Operatrons and Pol~cy Manual (Arabic) 

EHP Actlvity Report No 10, Fmdmgs Provlnclal 
Citles Development Project, Egypt, August 1995 

U S -Based Tramng Master Plan 
BVI Project Document, 1995 

MTSS "Computer~zation Plan (CP) 1996-2005" Vol 1, September 1995 
Project Document 

MTSS Information Management Plan 
Position Paper, Financial Affars, March 1995 

MTSS, "Water Treatment Performance Improvement Plan Target 13 Empowerment," Report 
No 1, December 1995 

"Draft Specifications, GOGCWS Large Systems Computer Procurement," MTSS Project 
Document 

"Attachment A, Accounting Personnel/Payroll Decentralization Customer Information & 
B h g  " 
MTSS Project Document 



APPENDIX C 

LEGAL NOTES 

PROJECT PAPER 

The Project Authorrzat~on for the Cauo Water Supply I1 Project Number 263-0193 was on September 
25, 1988 

Several Condmons Precedent to Disbursement of funds were requ~red of the Government of Egypt 
(GOE) Of particular unportance was the requrrement for the Government of Egypt to prov~de 
"evidence of the Cooperatmg Country's mtentron and planmng both (I) to increase tadfs, over 
tme, not only to cover 100% of operatron and mamtenance costs but to cover also the recurrent 
costs associated with Project fmanced facdlties and (b) dunng the mterun, to cover deficits 
through adhtions to the recurrmg costs budgets of the GOGCWS " 

In addmon several Covenants were requ~red of whch the followmg was unportant 
"The parties agree to meet at least annually to review performance under the Project durmg the 
previous year and antmpated performance d u m g  the following year The reviews wlll include 
evaluation of fundmg for the project, construction mplementation, mstrtutional development, 
and progress being achieved toward the objectives set forth m the Memorandum of 
Understandmg (MOU) of January 1984 " 

MEMORANDUM OF UNDERSTANDING 

The key MOU objectives requrred of the GOE concermng t h ~ s  project were 

- Tariff mcreases adequate to cover the cost of water and wastewater operations, 
mamtenance, debt semce, and routrne improvements as well as appropriate mcreases 
by the GOE ~n the slze of the operations, mamtenance, and mvestment budgets provided 
to fund the sector 

- Provision of adequate fac~hties for tranmg and techcal  servxes to support the sector 
and also an rncentlve system to mantam and recruit qual~fied staff 

- The estabhshment of autonomous local water and wastewater orgamzatlons, w ~ t h  the 
authority to retam service revenues for then- own operatmg needs 

- Annual reviews of performance of the program durmg the prevlous year and the 
ant~cipated performance dunng the following year 

The MOU was signed in January of 1984 by the Mmster of Reconstruction and Minister of State for 
Housmg and Land Reclarnat~on and the Mrnister of Investment Affam and International Cooperation 



GRANT AGREEMENT 

The Project Grant Agreement between the Arab Repubhc of Egypt and the Umted States of America 
for Caro Water Supply I1 was approved on Sep 30,1988 The condtlon precedent and covenant 
noted above under the Project Paper Authorczatlon were both reworded to the followmg 

- " C~ncernmg water facdities to be financed under the Project, evidence that the Grantee 
mtends and plans both (I) to mcrease tadfs, over tune, so as to cover the recurrent costs to be 
associated with the operation and marntenance costs for wastewater drsposal, and to b e p  the 
process of cost recovery of the capital mvestrnent and (11) d u m g  the intern,  to cover deficits 
through additions to the recurring cost budget of GOGCWS 

- "joint identification and evaluation [at least annually] of problem areas or constramts 
whlch may mhibit such attamment [meetmg project objectives], includrng fundng, 
~mplementation of construction actwity, mstitutional development and progress under the 
Memorandum of Understandrng between the Parties of January 1984 " 

FIRST AMENDMENT T O  GRANT AGREEMENT 

The Project Grant Agreement was amended on Sep 24, 1991 to prov~de additional funds to the project 
The conditions precedent and covenants were not revised The amplified project description mcludmg 
the lllustratlve financial plan IS attached 

The Grant Agreement prov~des that the Projects Institutional Development Component wdl provlde 
organizational and techrucal systems support to the water authority m the followmg areas 

- Manpower Development and Traning 

- Establishmg a "Twmrmg" Exchange Arrangement with a U S Water Utllity 

- Purchasmg and Inventory Management 

- Generic Systems Improvements 

- Computer Center and Automation Program 

- Upgradmg Mamtenance Facilities and Equipment 

- Establishmg a Central Laboratory 



BLACK AND VEATCH INTERNATIONAL CONTRACT 

The Black and Veatch International (BVI) contract was slgned on Dec 21, 1992 The purposed of the 
contract was to upgrade the management and servlces of the organization through a wide range of 
t r m g  mterventlons, systems changes and commodq procurement The scope of work specified the 
detded actlvitles necessary to sat~sfactody complete the contract as the followmg rune tasks plus 
support for procurement from a reserve fund 

Task 100 - T r m g  and Manpower Development 

Task 200 - Estabhshmg a T w u g  Exchange 

Task 300 - Purchasing and Inventory Management 

Task 400 - Water Waste Reductlon Program 

Task 500 - Central Laboratory 

Task 600 - Management Information and Computerrzatlon 

Task 700 - Upgradmg Mamtenance F a c h e s  and Equipment 

Task 800 - Management Ass~stance, Management Development and Organlzatlonal 
Performance Assistance 

Task 900 - Project Reports 

Other - Assist with the purchases of equipment from the reserve fund 

THE GENERAL AUTHORITY FOR GREATER CAIRO WATER UTILITY 

Decree Number 1638 of 1968 by the President of the Umted Arab Repubhc establrshed the General 
Orgmzatlon for Greater Caro Water Supply Amendments m 1974 and 1975 provided further 
duection on the structure of the Board of Directors 

The Authority and its Board of Directors were given broad powers and author~ties whch have never 
been fully accepted or uthzed as old tradmons are not easy to change For example the Board 1s to 
"Establrsh the by-laws and the regulatory resolutions p e r t m g  to the Author~ty's financial and 
admuustrative affars and ns staff members without berng restricted to government rules " The 
"without being restricted to governmental rulesn 1s a freedom that has not been accepted 



Z l c - R n t s  of thls w l l f  led prolect descrlptlon may be changed by 
-rstten agreenent of the representatives named m Sectlon 8 2 of the 

?ro]ect G r a n t  Agreement w~thout  f o m d  amen%ent of the Agreement, 
srovrded that such changes are w l t h m  the  general scope: of the 
~ rqec t  as s e t  for th  m the text of the  Agreement and any a n a h e n t  -_ - ereto 

C a m  I s  present water production and dlstr lbutlon system has 
designed t o  handle less than one half of the current water 
needs of the c l t y  The problem of a shor t fa l l  m water 
prcductlon 1s further exa-ted by poor mlntenance of the 
old &strlbutlon systen ~ ~ h l c h  causes frequent water fallures 
and excessive losses from leakage The organlzatlonal 
structure and operational systems of the General Orymzatlon 
for  G r e a t e r  C a m  Water Supply (GCGCFt3), the ent l ty  
responsible fo r  potable water, needs u~grad_mg t o  m e e t  demands 
of the  qmq ppula t lon  m Calm The Calro Water Supply I 
pro]& (263-0038) began addressing Calm's  malor water supply 
problems by refurlslshrng and a d d m  capacity t o  Calrois  m l o r  
water f l l t r a t l o n  plant, Rcd E l  Farag Study of the hydraulic 
capaclty of the network concluded t h a t  m order t o  m e e t  the 
pro]&& demand, addltlonal transrmsslon capaclty 1s requlred 
t o  convey addltlonal supply of water f m  the recently 
-let& E l  Fostat Water ? L e a r n t  Plant t o  the  new 
reservorrs m the Rcd E l  Farag Service area 

The Calro Kater Supply I1 prolect w l l l  pronde funding t o  
construct the requlred storage reservoirs a t  Darrasa and 
>bassla md transnusslon lrnes fmm the Fostat Trea-t Plant 
t o  these reseTVOm The prolect w l l l  a lso  help upgrade the 
dlstr lbutlon system thus q r o v m g  the efflclency m the Rcd 
E l  Farag service areas A n  lntegrdl part of the  pro]ect 1s 
es'abllshment of a revolvlng fund for  loans t o  asslst home 
owners (m the  p r o ~ e c t  sewlce area) m connecting to the 
publlc sewers and water mam W s  revolvlng fund w l l l  
contlnue a f t e r  the p r q e c t  1s -let& 

I n  addltlon, t h ~ s  pro]& w l l l  strengthen the m s t l t u t l o m l  
capacity of the  water authority thus mcreasmg 1ts 
efflclency, 1ts operation and mlntenance capablllty, and 
revenue collection and accountrng capabll l t les 

I: Pro] ect Corpnents 

The prolect has kdo r a l o r  c0qxnent.s 
a) Inf rastructural Cevelopnent , and 
b) Instl tutlonal Cevelopnent 



The I n f r a s t r u M  Development Ccrmponent w l l l  mclude the  
following - Ins ta l la t lon of approxumtely 20 lu1omet.e~~ of New 

Transnusslon Plpelmes 
- Ins ta l la t lon of about 33 lulometers of Dlstrlbutlon 

Plpe l lnes  - Erectlon of Four New Storage Reservors - Facl l l ty  Speclflc tfHands-Ontt Tramu-g fo r  New Equipment 
and Facll l t loc 

The Inst l tu t lonal  Development Cmpnent w l 1 1  provide 
orgaiuzatlonal and techncdl systems support t o  the  water 
authority m the following areas 

- Manpower Cevelopment and Trammg - Establlshlng a ~Twmnmgtt Ekchange Arratqement w l t h  a 
U S water Ut l l l ty  

- Purchasing and Inventory Management 
- Generlc Systems Improvements - Carp?uter Center and Autamatlon Prcgram - W d m g  Mamtenance Fac l l l t l e s  and Equipment 
- Estab1ldm-g a Central Lahratory 

111 Contrrbutlon of Parties 
AID grant funds w l l l  f m c e  the  forelgn exchange costs for  
the  constructlon contracts and both forelgn exchange and 1-1 
currency costs for t he  constructlon mnagement/engmeermg 
services contract and the  lns t l tu t lona l  development/technlcal 
assistance contracts and related prccurements. USAID w l l l  
a lso  f m c e  the procurement of f l t t l n g s  requlred for  the  
locally f m C 8 d  dlstr lbutlon plpellnes contract A I D  grant 
funds do not mclude LE costs  fo r  taxes, customs o r  s c a a l  
Lnsurance bhlch, l f  assessed, w l l l  be pald by the  GOE 

A I D  w l l l  p rwlde  f m c m q  f o r  all f o r e q n  exchange costs  from 
ESF account funds granted t o  C-OSCWS f o r  host country 
ccntracts Payment w l l l  be made by USAID through dire 
letters of comr?u.tment 

h e  COE w l l l  provlde local currency (LE) fund- fo r  t he  local 
c m e n c y  p r t l o n  of the  Reservous and ~ s s l o n  1111e.s 
ccnstructlon contracts The GOE w l l l  acquire the  land and 
f m c e  all 1-1 currency costs a f f l l l a t ed  w l t h  support of 
the  two constructlon contracts The GOE w l l l  t o t a l l y  f m c e  
the  d x t r h u t l o n  p q e l m e s  constructlon contram The GOE 
w l l l  p rwlde  LE 2 5 m l l l o n  from the Specla1 Account t o  cover 
the  e s t ab l~Smen t  of a revolving funds for  loans t o  asslst 
home owners (m the p r q e c t  service area) m connectmg t o  the 
publlc sewrs and hater mrns 
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Illustrative Flnanclal Plan: 

(AID Contrrbutlon - m l l l o n  $) 
(GOE Contrlbutlon - U l l l o n  L E) 

A I D. COE 
2oyect Tnputs Prevlous FY-9 1 Total Obllgatlons 

Obllqatlons Obllqatlons To-Date LE 

' st- ork l&qad.u-ig 60 6 8.0 68.6 53 8 

Specla1 Account funds t o  be used for  establishment of a revolving fund 
for loans t o  asslst home aners m connecting t o  the publlc sarers and 
hater malns  

Includes estimates for lard a q u s l t l o n ,  crwner fkrushed bulldmgs, 
off lce space ( W E  and consultants) , Recurrent costs, equipment, 
furniture and f l t tmgs ,  and related services an3 salaries 


